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Preface 


Dove, dragon, and diplomat: all three are roles that academic deans must 
at various times assume in fulfilling the leadership responsibilities entrusted 
to them by their respective colleges, schools, or divisions. There are times 
when the dean must be the dove of peace, intervening among warring 
factions that cause an unacceptable level of turbulence in the college. 
Academicians can fight among themselves with an almost religious zeal, and 
almost always these conflicts leave everyone involved impoverished in one 
way or another. It is the duty of deans to see that departments and programs 
under their jurisdiction are enriched, not impoverished, hence the necessity 
to act on occasion as peacekeeper or peacemaker. Sometimes deans must 
be dragons and drive away internal or external forces that threaten the value 
system, the financial health, or the very integrity of their academic units. 
These forces of destruction while varied and sometimes very subtle in form 
are nonetheless real, and sometimes only a dragon can conquer them. But 
the most often assumed role of the dean is the role of diplomat. Academic 
life is a meritocratic life, and each member of the academic community 
strives for excellence; the competition for meritorious recognition is fierce 
and unrelenting. External criticisms of the academic community are often 
just as fierce and unrelenting as those internal ones. Only a diplomat can 
guide, inspire, and encourage the people who live and work in such an 
environment. This book, then, is a handbook on how to be a dove, a dragon, 


and a diplomat. 

Most academic deans in an institution of highe 
colleges, schools, or divisions such as arts and sciences, business, education, 
c, fine arts, home economics, and health sciences. Each 
s of a specific group of 


r education preside over 


engineering, mus 
of these colleges, schools, or divisions cons! € 
academic departments or programs which have a rationale for being placed 
together, although the rationale may vary from one institution to another. 
In most instances they are grouped together if their academic disciplines 


ix 
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are directly or indirectly related. A department or program, however, that 
seems to have no disciplinary relationship with any other may be included 
in a group consisting of related departments rather than allowed to be 
independent and deanless. The dean of a group that includes such a 
department has the problem of maintaining the morale of its faculty mem- 
bers by not treating them as second-class. citizens. Occasionally, for ad- 
ministrative expediency, all of the unrelated departments in an institution 
are grouped together under one dean, who must preside over them carefully 
in much the same way as the head of the United Nations presides over his 
constituency. 

Not all deans in colleges or universities have the same types of respon- 
sibilities. Some have institution-wide functions such as the coordination of 
faculty affairs, student affairs, graduate studies, undergraduate studies, con- 
tinuing education, and admissions. These individuals are usually considered 
part of the institution's central administration. Most of them report to one of 
the vice presidents, but in some cases, one or two may themselves hold the 
dual title of dean and vice president. Deans of this type generally have no 
direct jurisdiction over faculty members. 

In this book, the authors are primarily concerned with those deans who 
have jurisdiction over academic departments and programs that include 
faculty members, budget, and curricula. It is an attempt to provide advice 
about how to solve the problems—or maybe only how to recognize the 
problems—that confront these individuals, whether their tite be dean or 
director. We will treat the following topics: the allocation of funds to 
departments, personnel management as it relates to departmental chairper- 
sons and faculty, means of interaction with the central administration, 
relationships with students and the external public of the college (alumni, 
parents, trustees or regents, and legislators), and methods of dealing with 
the support agencies of the college (the offices of purchasing, finance and 
accounting, alumni affairs, and fund-raising). 

We believe that this book will be useful to seasoned deans, new deans, 
decanal aspirants, and department chairpersons. Seasoned deans will find 
opportunities to compare their experiences and leadership styles with those 
herein described. Such comparisons wi!l at least confirm their (and our) 
beliefs that there are no easy solutions to the complex problems every dean 
faces. This book will also give seasoned deans some idea of the current 
state of the art of decanal leadership and thus help them to judge how close 
or far away they are from that state. For new deans, the book will serve as 
a guide to help them avoid many of the errors that the authors have ob- 
served deans commit. It may also provide new deans with a sense of 
direction as they begin what is unarguably a challenging and exciting job. 
Decanal aspirants will find the book useful because it will give them a 
sobering view of the tasks that must be performed. Viewed from afar by 
aspirants, the dean’s job may appear to be glamorous and easy, but our 
microscope (the authors are aware of the very detailed nature of the book) 
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will reveal more than glamour and happy times. Department chairpersons 
will find the book useful for several reasons. First, it describes how deans 
select, manage and evaluate chairpersons and second, it gives insight into 
how deans administer departments in the context of other departments, 
schools, and colleges. Appreciating the environment within which deans face 
constrained choices should help department chairs make better decisions 
and recommendations. 

The principles of academic management as discussed in this book are 
common to all sizes and types of postsecondary educational institutions. The 
examples described are situations drawn from small, medium, and large 
colleges and universities, and many of the situations depicted are likely to 
occur in any institution regardless of size, especially situations concerning 
difficult relationships between deans and department chairpersons, and 
between chairpersons and faculty members. Readers who serve as academic 
deans or department chairpersons at public or private institutions, whether 
community colleges, baccalaureate-granting colleges or universities, or large 
comprehensive research universities, will be able to identify with most of 
the problem situations discussed. Following each chapter are questions 
designed to help the reader relate these problem situations to his or her 
own experiences. In many cases, reasons are given as to why certain courses 
of action should be selected or rejected in making workable decisions and 
setting priorities. Obviously, there are no maxims that will apply universally 
to every decanal problem, but we believe that there are useful guidelines 
that can be set forth in a manner that will help make a dean’s professional 


life, if not euphoric, at least tolerable. 
ALLAN TUCKER 


ROBERT A. BRYAN 
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The Perfect Dean 


Anyone who has ever been an academic dean has surely engaged in a fantasy 
of what the perfect environment for the perfect dean must be like. Amid 
the daily swirl of unpleasant personnel problems, shortfalls in equipment 
udgets, inability to offer a competitive salary to a prized recruit, wars over 
Space allocation, lengthy and inane requests from the central administration 
ata—amid all these problems that drive deans into 


for seemingly irrelevant d: 
asy sometimes takes over. What would the 


rage or despondency or both, fant 
perfect life be like for an academic dean? 

The budget given the dean would not be adequate; it would be 
generous. It would provide enough salary dollars to reward the deserving, 
to recruit a Nobel Prize winner, to hire the brightest young Ph.D.s from the 
and it would have enough reserve dollars in it to 
Meet any personnel emergency. The equipment dollars would allow the 
purchase of all the latest and most fantastic scientific instruments known to 
man; it would provide enough money to put the most high-powered 
personal computer on the desk of every faculty member and every graduate 
student, it would provide enough money to equip a computer laboratory 
for every ten students; and every computer and terminal would be net 
worked to every other computer and terminal. The expense budget would 
provide all the dollars required to fund the maintenance contracts on all 
equipment, it would provide enough dollars to send every faculty member 
to three national meetings per year, two regional meetings, and one inter 
National meeting. There would be enough money to buy all of the supplies 
requested by every department chairperson, to fund an elaborate touchtone 
telephone system for each faculty member, and to pay all utilities bills no 
Matter how fast the faculty ran up those bills. Enough dollars would be 
Provided to allow the departments to pay graduate student stipends that 
rival the stipends of the wealthiest schools in the land. Not only that, but 
the budget would allow each department chairperson and the dean to pay 


Pest schools in the land 
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consultant fees and honoraria to the best people in the country to come to 
campus whenever necessary to perform their services. 

The department chairpersons would all be unfailingly courageous in 
their personnel decisions, and no tenure or promotion decision would ever 
be flawed. Assignments to faculty members would always be made so 
rationally and fairly that no disputes over workloads would ever reach the 
dean's desk. Both the central administration and the department chairper 
sons would always agree with the dean's personnel appointments because 
they would always be the right appoinuments. The central administration 
would be completely Supportive of the college's goals and missions: such 
dreadful things as funding priorities or program priorities would be unneces 
sary because there would be enough money to fund handsomely all of the 
university's programs. This would mean that the central administration 
would leave the college deans alone and would spend its time polishing 
the university's image and raising even more money. Furthermore, the 
central administration would be made up of benevolent, kind, and brilliant 
people, polymaths whose knowledge of every discipline on campus would 
be exquisitely detailed; and, as we all know, with knowledge comes toler: 
ance and understanding. 

In such an environment, deans would live wonderful lives. Loved by 
everyone, our deans’ judgments and decisions about faculty members and 
programs would be made without stress, since no faculty members or 
programs would be hurt by any of the decisions. Deans would be looked 
up to as they were in the so-called good old days and treated with the 
respect they deserve. They would have time to devote to scholarly pursuits 
and not be stereotyped as mere bureaucrats following orders from higher 
level bureaucrats. In other words, they could live like monarchs in a 
constitutional monarchy with a perfect constitution, perfect citizens, and un- 
limited resources. 

Such is a dean's fantasy. But such fantasies are, by their very nature, 
Edenic, We do not live in a perfect world. Generosity, benevolence, intel 
ligence, insight, courage, diligence, even knowledge, are not found evenly 
distributed across a university campus. And even if there were enough 
Money to do the job right, deans are only mere mortals and suffer from the 
same imperfections and shortcomings as do their colleagues in the central 
administration, In the real world, deans Must struggle in an imperfect 
environment almost every day and night of their professional lives to keep 
the college going in the right direction, They must do their best to improve 
programs and faculties bit by bit and to make sure that students are well 
and properly educated. For this, after all, is the whole reason for a college's 
existence 


If, then, it is the dean's responsibility to make sure that the students in 
his or her college are properly educated, and if this task must be ac 
complished with an inadequate budget, a faculty burdened with all the 
imperfections Of mortality, and an administration that is neither benevolent 
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Nor omniscient, the dean must learn the art of management. But in academic 
circles management is an unpleasant term. It implies activities generally 
associated with industry, commerce, and the Harvard Business School. Only 
in the past decade has the term gained any currency in academia. Before 
the Second World War there was not that much to manage on a university 
campus, and after that war and up until the late sixties, there was too much 
to manage, and so the American higher educational establishment expanded 
largely without focus or direction. Now, the growth has stopped, but the 
students, faculty, and facilities are in place without adequate funds to keep 
the whole enterprise going at the pace of the fifties and sixties. Now, for 
the first time, the call seems to be for academic managers; the notion that 
a little 


colleges and universities can be run only by committees seems 
quaint. Deans, department chairpersons, vice presidents and, yes, even 
presidents, have to learn how to be managers. 

Colleges or universities are very unlike standard corporations or 
businesses, and we believe that principles of management cannot be applied 
to both in the same way. General Motors, for example, makes cars; 
McDonalds makes hamburgers. The making of cars or hamburgers can be 
turned into a science, and managers of such enterprises must become social 
Scientists. But what is the product of a college or a university? Knowledge 
able people. And who “manufactures” this product? Faculty. In terms of 
knowledge, the configuration of General Motors or McDonalds is a regular 
Pyramid with the most knowledgeable people at the top. In those same 
terms, the configuration of a college or university is an upside-down pyramid 
with the faculty at the top and the managers at the bottom. Yet the managers 
must allocate the money to the faculty who educate the students. Thus 
academic managers cannot view their job as only a science; it is also an art. 
While one could argue endlessly about whether being a dean is an art ora 
Science, whether a dean is a leader or a manager, We hold that a dean is a 
leader and a manager who uses science in the performance of an art, an art 


that finally defies precise analysis. 


QUESTIONS . 
Review in your mind the departments and/or programs under your super- 
vison and contemplate anwers to the questions below: 


1. What problems or circumstances prevent your deanship from approach 
1? For example, how would you 


ing the perfection described in chapter 
complete the following thoughts? 

a. Not enough budget to do 
b. Not enough personnel to do 
€ Enough personnel, but none qualified to do 
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d. Lack of equipment to do 
e. Inability to satisfy faculty needs or wants, which are 


f. Poor relationship with academic vice president in areas such as 


8 Not enough good students, thus affecting the departments in ways 
such as 
h. Some faculty members don't get along with each other, resulting 
in consequences such as 
2. List other problems that prevent you from achieving your goals as a 
successful dean. 
3. What steps can be taken to improve some of the situations? 
4. What situations can never be improved? 


Dividing the Budget 
among Academic 
Departments 

and Programs 


There is never enough money. In this imperfect world in which deans live 


and work, they must plan how to spend the marginal sums of money they 
are allocated. The first step in planning is setting priorities. This obviously 
'S one of the most important things a dean must do. In this chapter we will 
focus first on the mechanics of program planning—how a dean generates a 
Plan— and then on how a dean uses criteria to evaluate that plan so that 
funds can be rationally allocated to departments of programs in a college, 


School, or division. 


SETTING PRIORITIES 


How does a dean set priorities? The quick and obvious answers are: 


Carefully, and with a great deal of consultation with his or her department 
chairpersons and faculty members. But the emphasis in this quick, obvious 
answer should be on the term consultation. Consultation does not mean 
taking votes; priorities cannot be set in town hall meetings. Some one 
Person finally has to act, has to make decisions. That person is the dean; 
that is what deans are paid to do, and that is why good deans work hard 
an suffer, at least occasionally, periods of extreme anxiety. It is not possible 
OT a committee of, say, ten or twelve department chairpersons oF program 
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leaders to decide which one or two of their respective departments or 
programs should receive preferential treatment in the allocation of resources. 
Nor should such a committee be expected to do so. Any chairperson who 
would voluntarily give up resources from his or her department or withdraw 
a request for additional resources in favor of another department or program 
would generally have a great deal of explaining to do to the department's 
faculty members. The best a chairperson can hope for is the opportunity to 
present an argument for fair and equitable treatment to a dean who will 
evaluate that argument alongside all other arguments, and after weighing all 
relevant considerations, make a decision, 

What are those considerations? They cover a broad range: (a) the 
strengths and weaknesses of the programs in the college; (b) the internal 
arrangements of the college with other colleges, schools, or units in the 
institution; (c) the needs of s ciety, Which are not necessarily the same as 
marketplace considerations; (d) the Opportunities for the students of the 
institution; (e) and the desires and aspirations of the faculty. There is no 
Way to put these major considerations into a priority order of themselves, 
for each institution may present a different array of problems and oppor 
tunities that are related to these considerations, Each must be examined 
within the context of an individual instituton. The following sections deal 
with some of the considerations listed above. 


Strengths and Weaknesses of Programs 


Probably the easiest set of conditions to come to grips with within a college, 
school, or division are the strengths and weaknesses of the programs in it. 
Truly great institutions are not supposed to have any weak programs, yet 
we all know that this is not so. But great institutions have become great 
because they have built undeniable strength and excellence in at least a 
limited number of programs. Thus the dean, whose responsibility it is to 
improve the college, must find a Way to build, maintain, or improve upon 
one or a small number of strong departments or programs. Where there is 
strength, it is typically the dean's duty to build upon it. This kind of priority 
decision is the easiest to make because 
almost always recognized as such by the faculty of the college and the rest 
of the institution. For example, a strong chemistry department is difficult, 
even perilous, to ignore. Chemists are quite often among the most aggres- 
sive of all academics; perhaps that is why there are so many strong chemistry 
departments in American higher education. The dean should avoid, however, 
the temptation not to build strength on strength. Strong programs are 
normally the result of constant nourishment given by years of preferential 
treatment. And while it takes a long time to establish a strong program, it 
takes only a few short years of neglect for strong programs to falter and 
grow weak. Key faculty members are often mobile and generally have little 
patience with administrators when their normal expectations are disap 


a strong program in a college is 
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pointed. Hence one of the worst priority decisions a dean can make is to 
build up a weak program by ignoring a strong program, or to fund the strong 
program at the same level each year, whatever that constant level may mean 
in context. 

Weak programs exist in every college and in every university. They are 
the curse of every dean and their mere existence becomes an intellectual 
land mine for all deans. Several things can be done about weak programs: 
they can be made strong, but if strength is infused swiftly it will inevitably 
be at the expense of other strong or average programs; they can be made 
into average programs, but here again if the transformation is effected rapidly 
it will be done at the expense of other programs; they can be ignored and 
left weak; or they can be abolished. No one likes to have a weak program 
is an institution, especially since over the long course of time they may 
receive more publicity than strong programs. Hence it is often dangerous 
to leave them weak. Unless other considerations such as societal need and 
student demand are strongly operative, it is also not a good idea to make 
them strong at the expense of other programs, although, on a short-term 
basis, resources can be borrowed from, or denied to, one program in order 
to help support another more deserving one. 

The dean, then, has three alternatives in dealing with a weak program: 
(a) provide resources that will gradually improve it to average status; (b) 
abolish it; or (c) ignore it. Selecting the third alternative is generally least 
desirable, for to do so is ultimately to cheat students who enroll in the 


Program. Suppose, for the sake of argument, however, the dean identifies a 
weak. In this program the department 


or advocacy; the faculty members seem 
the number of students enrolled meet 
at the courses offered lack substance; 
rprisingly, very few com 


certain program in his college as 
chairperson provides no leadership 
to be content with the status quo; 
enrollment criteria; reputation has it th 
and'the faculty members are easy graders. Not su ) 
plaints have been received from students. In the dean’s opinion the subject 
s not add to or detract from the institution's 
Central mission and is therefore not integral to it. He also believes that, 
faculty attitude being what it is, the allocation of additional funds to the 
Program without personnel changes would not bring it up to average status. 
He has already decided not to provide additional funds and really believes 
that the best solution as far as the college is concerned is to abolish the 
Program. Upon further reflection and with advice of his academic vice 
President, he realizes its abolition at this time could create personnel and 
other types of problems that might be more costly in terms of human energy 
and dollars than the resources saved by abolishing the program. What isa 
dean to do? This dean decides that, for the time being, the least harmful 
decision is to allow the weak program to continue as is. An institution, 
Mowever, cannot afford to have too many such programs, and eventually a 
decision will have to be made either to abolish it or to improve it at least 


to average status. 


Matter of the program doe 
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Internal Arrangements with Other Colleges 


Another consideration that a dean must take into account when establishing 
priorities for resource allocations is the internal relationships that a college 
has constructed with other colleges and schools within its institution in 
terms of the service courses it offers for students of other academic units. 
This is particularly important for the dean of a college of arts and sciences, 
a college that is the base for all other colleges in a large institution (and in 
a small institution it may be the institution itself); for the arts and sciences 
college not only provides the majority of traditional liberal arts majors, it is 
also the feeder of students to other colleges and schools. In a land grant 
university or in a university that has a medical school, the arts and sciences 
dean cannot long neglect the biological science programs in that college. If 
the university has a major engineering school, the arts and sciences dean 
cannot neglect the mathematics and physics programs in that college; or if 
the university has a law school, the arts and sciences dean will have to 
remember the supportive role some of the social sciences play in their 
relationships with law. 

The dean of a fine arts college also has to remember the service role 
that college plays in the life of a university, that educating painters and 
Pianists is important; but equally important is the offering of a wide array 
of art history and music appreciation courses for students in the rest of the 
university. The dean of a college of journalism must remember the service 
role that the college should play in the life of a university and thus must 
make certain that the college’s curriculum is not designed solely to train 
newspaper reporters or TV announcers. And the dean of education must 
ensure that his or her college makes available professional education 
courses for those graduates of other colleges who wish to complete require- 
ments for a public school teacher's certificate in their respective fields. Thus, 
while common wisdom tends to emphasize the service role of the typical 
arts and sciences college, each professional college in its turn has a special 
service role to play, and these service roles become important factors in any 
academic vice president’s or dean's decision regarding resource allocations. 
In a well-organized university, one that offers its students a broadly based, 
sound educational experience, each college must be an active contributor 
to that broad program, and the more each college contributes to that 
program the easier it is for the individual college dean to gain support for 
resources from the central administration, 


The Changing Needs of Society 


Perhaps the most immediate pressure any dean faces in making priority 
decisions concerning the allocation of resources stems from the needs—either 
real or imagined— of society. These needs are most often expressed through 
regents or trustees, legislators, and alumni, and occasionally by students 


themselves. Societal needs are often born of short-term crises; sometimes 
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they relate to the immediate needs of the local or regional marketplace; 
sometimes they are the result of local or regional political turbulence; and 
occasionally they are the offspring of a particular idée fixe held dear by an 
individual or a small but vigorous group of the public. Sometimes, of course, 
they are anything but local or political or idiosyncratic. Anyone who has had 
to deal with the incredible demand for computer access in a college or 
university knows that here is a far-reaching, national, legitimate pressure on 
academic institutions that springs from one of the fastest-moving, fastest- 
changing technologies in the history of man, a pressure that emanates from 
virtually every segment of American society, a pressure that cannot be 
ignored. In this particular case, the deans across the country have had to—or 
shortly will have to—alter the resource allocation priorities of their colleges, 
as whole institutions attempt laboriously, and in most cases belatedly, to 
Meet the need to prepare students to live and work in a computer age as 
yet not fully imagined. 


Opportunities for Students and Student Demand 


But potentially the most difficult external need a dean must deal with is 
student demand, a demand that manifests itself usually in a vast, silent, often 
Sudden shift in student preference for one set of programs over another. In 
one decade students may enroll in great numbers in social sciences such 
Se Sociology and political science; in another decade, without warning, 
prudents may swarm into another kind of social science, into economics or 
usiness administration, or into engineering and into sciences such as 
chemistry and physics, or more recently, into a glamour field like computer 
Science, These shifts in student preference are of course reflections of the 
changing value systems of society, and each dean who must make priority 
decisions must be prepared to take into account these shifts in order to 
Peart as well as possible for them, yet at the same time protect, as far as 
is humanly possible, the overall academic integrity of the college's programs. 
s changing society is really the basis for shifts and changes in student 
demands and enrollments, One cannot stubbornly resist the pressures of 
Society, because colleges and universities are shaped by society at least as 
Much as they themselves shape society. AS an aside, it is interesting to note, 
'N spite of the shifting changes in student demand for courses, how relatively 


ilent Many students are about the establishment of academic programs 
their attacks on their 


Neede va het n ; A 
in Ta to help them flourish in the real world”; 
Stitutions are almost always about policies, Not programs. 


Désires and Aspirations of the Faculty: 
nvolying Faculty and Developing a Plan 


How preceding considerations 


does the dean take into account all of the 
the A department or program and, at the same t 
aculty of the college or division as resource 


ime, appropriately involve 


Ore 
allocation plans are made 


10 THE ACADEMIC DEAN 


for it? Consultation is, of course, absolutely necessary, not only because of 
the collegial nature of the decision-making process in a university, but 
because only a polymath can know all of the forces that should come into 
play in formulating plans. Few deans are polymaths; this status is reserved 
for senior professors and university presidents, a set of circumstances that 
may explain why the dean receives most unsolicited advice from these two 
quarters. 

There are several mechanisms commonly used to fulfill the need for the 
dean to consult with colleagues in the college before arriving at a set of 
decisions for establishing priorities for resource allocations. The first 
mechanism is for the dean's office to develop a rough draft of the grand 
plan. This draft can be formulated by the dean with or without the help of 
a very few staff members. Such a draft is then circulated college-wide for 
commentary, which commentary will always include revisions, amendments, 
and outright rejection. The dilemma here is that advice must be sought, but 
once solicited, it cannot be ignored. Such advice need not be accepted in 
whole or in part, but it cannot be ignored. If it is rejected, its rejection must 
be explained in some detail. A second mechanism is the establishment by 
the dean’s office of a planning committee charged with the responsibility 
of formulating a plan. This has advantages and disadvantages. The planning 
committee acts somewhat as a buffer between the dean. and the college, 
and the dean tends to take less direct criticism for the sins of commission 
and omission that every such draft will inevitably contain. Yet, unless the 
planning committee is democratically elected by the college, an appointed 
membership—especially if appointed by the dean— will be regarded as simply 
the dean's stalking horse. But if one thing is certain, it is that a planning 
committee cannot be democratically elected. First, this is a simple abdication 
of the leadership role of the dean, and second, no such planning committee 
can give the dean the kind of advice he or she needs in the establishment 
of plans for resource allocation. The very act of planning—establishing 
priorities—means that some departments will get more than others; some 
will get less than others. Democratically elected committees seldom are 
capable of making such distinctions. 

Perhaps a better way to engage a college in the consultative process is 
to ask for planning proposals from all of the departments in the college. 
These Prope sals can be reviewed and evaluated by department chairpersons 
and, if appropriate, by a college-wide review committee appointed by the 
dean. This kind of process, a process that operates essentially from what is 
commonly called the bottom up, allows all in the college to express their 
aspirations and their own sense of priorities. Naturally, not all aspirations 
can be fulfilled, but this process at least allows for all aspirations to be 
expressed. In any planning process, the expression of aspirations is, in many 
Ways, as important as their fulfillment. Once these aspirations have been 
reduced to writing and given a fair review by an appropriate group, the dean 
must make the final decision. Votes cannot be taken on the establishment 
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of colle: e-wi ie ras 

the zn | aig If taken, the votes will be split, often be 

the éiablishment of SERULO motion a political process that is smi an 

Pi the final ee Tai Aa cee a dean mus 

r > S i i 

fellow deans ke = other important constituencies to consult 

whose medial a rh central administration. It does no good in a de 

programs in he z lool is the star in the university's crown to sche to 

allocations o ha A sciences will be fifth on the list for cam 

Vigorously by the 3 of arts and sciences. That decision will be contested 

istration. It does nedical dean and surely overturned by the central admin- 

establish a set : no good for a fine arts dean in a land grant university 

ieem oo priorities that will require that the fine arts college aac 

ment by the c t m the university. Such a plan will be treated with bewild i 

of the colle = administration. No college can stand apart from the re 

administratio s in a university; no college can divorce itself from its central 
ən. Not even, in the long run, a college of law. l l 


CRITE 
RIA FOR EVALUATING PROGRAM VIABILITY 


Once a worki 
ean, a pe a = aplan has been formulated and is in the hands of 
ich department eria can be applied that will help assess the viability of 
Will provide ; program being considered. The results of the assessment 
explaining hos rationale for the dean in making final decisions and in 
Most of their f = decisions to the college's department chairpersons and 
Py Dr. T. A eai The following seven criteria have been formulated 
€ssentiality othe and can be used in a variety of ways: institutional 
8e0graphical io Cenirality; societal need; demand for programs and services; 
ek and FR ge and environmental and political factors; quality factors; 
ores Sader wn seven criteria can be applied uniformly to all 
the time. nalysis by the dean, but most of them will be useful most 


Insti 5 
itutional Essentiality and Centrality 


Conside 
tial is nji of institutional essentiality an 
Mission? a department's program tO the college’s and university's 
College and 2 historic value does the department's program have to the 
Pee oy ont To use a hypothetical example, Krypton Institute of 
nie and eren university located in silicon Valley and known for its 
in which colle me programs, has a College of Liberal Arts and Sciences 
ge is a Department of Religious studies. This department 


d centrality. How essen- 
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valuation. personal communication, 1983 
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was established somewhat whimsically in the turbulent sixties by people 
who have long since left the university. Clearly this department is not 
essential to Krypton's mission—unless we rewrite the scenario to note that 
this Department of Religious Studies was established by Krypton’s founder 
as a counterbalance to the original science and engineering emphasis in 
1865 and that the department has been world famous for its studies in 
Sanskrit and Hebrew for a hundred years. As mentioned previously, the 
Department of Religious Studies at Krypton is not central but tangential to 
the mission of the institution, How important currently is the department to 
the institution? If it also offers elective courses to students majoring in areas 
other than religious studies and if enrollments in these courses are high, 
there might be justification for maintaining the department at average status. 
Or if the department has strong enrollments, is really world famous for its 
scholarly activities, and is contributing to the institution's national visibility, 
there might be justification for keeping it at above-average status. On the 
other hand, if indeed it is not central or essential to the institution’s mission, 
and if it offers courses only to its own majors, of which there are very few, 
and if it has an undistinguished faculty, its abolition might be considered. 
Its elimination would hardly be noticed except by its few faculty members, 
who would become unemployed unless assignments could be found for 
them elsewhere in the institution. 

For another example, a college May maintain a small department or 
program in an area such as classics with two or three faculty members, even 
though the number of students who major in this field or take elective 


courses in it are too few to justify its existence. Classics is retained at this 
particular college, not because it is 


curricular point of view, but becai 
program here and 

perceived as the insti 
colleges with budge 
value to the institution might be the first to go. 


and sciences college, the departments that teac sed 


ach the two languages us 
throughout the university, English and mathematics, are central to the col 
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science, an evolving discipline whose future is at this writing unlimited. 
Although, as noted earlier, no one likes to have a weak program, it is more 
important to have at least one or two very strong programs than it is to have 
no weak programs. 

What evidence is available to the dean, other than his or her own 
common sense, to help determine what is essential and central to the 
university? Consider the following documents that load the shelves in the 
offices of the central administration of every university. Every institution has 
a mission statement or master plan; normally these documents are turned 
out each time a new president or chancellor assumes office and with the 
decennial visit of every regional accrediting association. Their numbers are 
legion and their rhetoric prolix. Every university that is governed by a state 
system—that most dolorous of all innovations in American higher educa- 
tion—has a state master plan for higher education. Most universities con- 
stantly measure themselves by analysis of the number and quality of the 
graduates of all their programs, and most universities attempt to get evalua- 
tions of their programs from their alumni. ‘A reading of these documents 
plus the experience of the dean in the particular institution he or she serves 
will produce at least three grades for a program's essentiality and centrality: 
essential, marginal, or not essential. 


Societal Need 


The criterion, societal need, is much more difficult to define than the 
e institution defines 


Previous one. Societal need must first be defined as th 
it. Thus the societal need defined by Saint Johns University in New York 
City is bound to be different from societal need as defined by Oklahoma 
State University in Stillwater. Many universities have very special interpreta- 
tions of societal need, interpretations based on the following kinds of 
Consideration: the university's perception of the kind and degree of sass 
Preparation its students need to function intelligently in public policy areas 
of society; the university's perception of the kind of education its students 
need in their lives’ work (are they prepared for multicareers? ); the univer- 
Sity's perception of its students’ need to function effectively ina enaa 
cal world and to be able to work effectively in foreign countries; and ot = 
Special needs appropriate to the mission of the university. In ime x 5 
relationships between the college's programs and these societal needs : 
dean has available the same kinds of documents that can be used in t : 
application of the first criterion—essentiality and centrality—plus the steady 
Stream of national, regional, and state higher education reports ne en 
education and society. The dean has also available the greatest textbook o 
all—the lessons of history. Again, as in the previous criterion, at least tee 
rather obvious grades for the departmental program under evaluation i 
€ given by the dean: the societal needs for the programs are either high, 


Medium, or low. 
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Demand for Programs and Services 


Perhaps the easiest of the seven criteria that the =~ = sal hen 
evaluations of programs is the one concerned with the. ies srt ae ie 
and services. This criterion is easy to use because it a a4 eneid 
application of simple numerical data readily available Wa he na obese of 
these data: the number of majors enrolled in a program, wa ates of 
nonmajors registered for courses in the program, ue pipe ha for 
majors in the program, and the number and quality n al oe ag e 
enrollment in the program. Other nonnumerically based data 5 a tite 
this criterion are: the employability of graduates of the asl “ 
marketplace demand for these graduates; the support given t yi ne H 
business, industry, and government, which support need not ; sient 
the form of grants and/or contracts but, rather, in the form Pe a 
job arrangements for the program's students; the support of = pall 
that emanates from other academic programs, which support mgar 6 NS 
be termed dependency upon the program; the outreach vag seat can, 
program. Evidence gathered by the dean for the use of this crite 

again, provide at least three grades: high, medium, and low. 


Geographical Location and Environmental 
and Political Factors 


Another criterion available to the dean is based on the bor eal 
geographical location together with the environmental and polls ci n “ 
attendant upon that location. Is the university an urban university af he 
traditional college-town university? What is the demographic character Ae 
population surrounding the university? What kind of cultural R Ti 
influences the university's environment? Clearly, Krypton Tech, our upa i 
cal university emphasizing science and engineering and located in Si poo 
Valley, has one set of Program priorities reinforced by its location dla 
surrounding population, while Mesa University, with a surrounding PP ad 
tion that is overwhelmingly Hispanic, has another set. Not only do ethnic oe 
cultural demographics play a role in the application of this criterion, k f 
also such matters as the kind of clientele served—such as adult students E 
military personnel who enroll as students. The evidence available to sal 
dean to measure these factors comprise political, demographic, a 
geographic data derived from such sources as chambers of commerce, state 
and regional planning offices, and the US. Labor Department. i 

What are some of the political forces at play in most colleges anc 
universities? The concern here is not internal politics (deans versus gan 
deans versus vice presidents or provosts, chairpersons versus deans, ans 
for in several of the succeeding chapters these political forces will be dea g 
with at length. We wish to describe the influences and pressures that are 
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brought to be: 
iias thn oa pogr evaluation and planning by external politics, 
Urban iy pt by city, state, and federal levels of government. 
the urban maa 3 & inewiably caught up in city politics, and many times 
of savage A o find itself in danger of becoming the focal point 
integral part of he K ghineal wars. The urban university is almost always an 
iile the neek net te which it is located, and its programs generally 
uniyersiies a = aT of the city. This generally means that urban 
d propana i Girin e special care of their programs in the social sciences; 
goverment, and a b P almost always elicits strong support from city 
in Sit irban niver Dusine dean must always have a strong M.B.A. program 
ef impensnee If sity. Such needs cannot be relegated to the second level 
sovetinenr an urban university wishes to maintain the support of city 
State uni à 
ikaraio ale generally are a step 
masters a a state university in a big city has to serve two 
which is almost x ewig government and state government, the locus of 
centers of the i a ae in Americ: somewhere other than the major urban 
state. Generally speaking, state universities draw their students 


and th 
hus their consti % 
seldom Ta constituencies from every part of the state and thus are 
subject to intense local pressures—although traffic problems, com- 
are major points of 


Petitic : 
oie local businesses, and student life-styles 
small or bane 7 x euy government and a state university, no matter how 
Constituencies che city an which the university is located. But since the 
urban state ee sae universities are broader than those of most urban and 
pressure to Page the deans in state universities are under less 
at play in state clon highly specialized programs. The major political forces 
state itech universities arise from competitio! versity versus 
Where envy ny, and these struggles are played out in the 
Cooperation pa avarice are featured as prominently at times as reason and 
in formulatie he dean must always take these struggles into consideration 
tion of plans for new programs, expansion of old programs, OF 


evaluati 
ation M 
of current programs. 


The 
conseguen ai 
nsequences of federal politics 


to predi 
redict. * eyon 
ct. “When the gods are at war, mortals must hide.” National clashes 
social p' culture 


Over b 
u s 

Policies os deficits, defense preparedness, ; , 
S, federal reserve monetary policies—all play a vital role in the dean’s 


Professi 

ssional li 

nal life and can make or break the future of a prog 
do is tO become an astute and 


ean’s diran; 
ar yet the best a dean can fn oi 
influence = student of federal politics, eve" though his oF a í i iis 
Of federal Ne Course of such events approaches zero. But a carefu i ent 
Program goin can sometimes discern an opportunity to pa a 
almost seth vanes a program's direction and thus attract fun ing o ba 
ederal j reasonable magnitude. It is best, however, to remember t% 
Nitiatives seldom maintain any consistency of thrust of direction, 


removed from the hot breath of 


n of state uni 
state legislature, 


are al a dean's ability 
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and the dean who builds a program wholly on a current federal initiative 
risks that program's future four years down the road. When all is said and 
done, the grades a dean can assign to the criterion of geographical location 
and environmental and political factors are these: favorable, marginal, or 
unfavorable. Even these grades, like politics itself, are temporary and subject 
to change. 


Quality Factors 


The most important criterion is, of course, quality. The quality of the 
students and faculty in the program being evaluated is the most valuable 
indicator a dean has in making decisions about programs. The quality of 
the students is easy to assess. The quality of the faculty rests on a number 
of factors: teaching ability; research ability—including not just number of 
publications, grants, and contracts, but their nature and relevance to the 
program; and previous faculty training and education such as the graduate 
schools from which they were graduated and the kind of institutions they 
have served in. How does the program being evaluated compare with other 
programs of its kind in the state, region, and nation? How does the program 
compare with other programs in the college and in the university? The dean 
should study also the pattern and placement of the program's graduates. 
Sometimes, but not often, the program's ability to meet accrediting associa- 
tion standards can be a quality indicator. Usually, however, these standards 
are largely self-serving and are only marginally reflective of program quality. 
After assessing all the quality indicators, the dean should use them to project 
the potential quality of the programs over the next three to five years. The 
evidence available to the dean is plentiful: national studies by field of 
discipline are standard references these days; contract and grant awards by 
national agencies involving peer review are excellent indicators of the 
quality of both individual faculty members and the programs in which they 
work; and institutional research data are valuable. If funds are available for 
consultants, they should be hired to evaluate programs. The consultants 
should be individuals whose opinions are well respected by faculty and 
administration alike. Generally, the reports of such consultants are one of 
the most important sources of relevant ‘information and can give the dean 
Virtually unassailable arguments to use in (a) getting more funding from the 
central administration for the program; (b) convincing the faculty in the 
program to change emphasis in teaching or research; (c) convincing the 
faculty in the program and/or the central administration that the program 
must be either phased out or radically reconstructed. The grades the dean 
can use in assessing quality are essentially those used all over academia: A, 
B, C, D, or F. But deans should beware of awarding an A in their program 
evaluations; an excellent program is rare. Excellent programs are generally 
found in either only the very best universities in the nation—such as law at 
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Harvard, engineering at Stanford, and physics at Berkeley—or in highly 
specialized universities. Very few deans in this country can honestly award 
an A to their programs. 


Cost 


Always pressing on the dean in any sort of program evaluation is the matter 


of cost, another criterion. Program costs can be measured in a wide variety 
of ways, no one of which is usually conclusive. Consider the following: 
faculty-student ratios, actual and potential outside funding, comparative costs 
with other programs within the dean’s institution and college, comparative 
costs with similar programs at other selected institutions, cost to bring the 
program to a higher level of quality, cost per student credit hour calculated 
by using all variables, and, finally, the cost-benefit ratio of the program to 
the college and to the institution. This last factor may be extremely difficult 
to calculate because it takes into account not just numbers derived from the 
University’s budget, but, ultimately, it must take into account all seven 
criteria. But in amassing evidence to use in applying this criterion, the dean 
is almost overwhelmed with data sources; he or she has available all of the 
institutional research data and budget analysis data generated by both the 
central administration and the dean’s own college office. The grading system 
here is the same as in most of the other criteria: favorable, marginal, and 
unfavorable. 


Timing 

The last criterion is simply described as timing and should never Þa used 
alone, Philosophically it could be called fate; pragmatically speaking, it 
comes down to a juncture of circumstance with time. Some times ae berten 
than other times to do things about, with, or to a program, and any ee 
€valuation must take the criterion of timing into consideration. If, al er 
applying the previous six criterja the dean decides it ne a 
triple the budget of the physics department at Krypton U. ae npon : 
just undergone its second budget rescission in three years, n ae 
80ing to be way off target if the dean tries to onia he ae 
administration to buy into a tripled budget for cae! Late mee 
instances, no matter how high a program has been grade y th ica i ng 
the first six criteria, those grades may NO! pe conclusive; the z : i 
Coming in, not going out. There are other matters of aig ie anes 
Should consider: vacancies in the leadership of programs, bee y on F 
nons or retirements in sufficient numbers, crisis versus nonerisis ae 
Every once in a while timing may be at least as important as Poa o 
Svaluation process. And there is only one grade aie ses 
dean can use, namel good or bad. Is it dumb or smart to d0 x for prog 
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y at this time? That means that above all else the dean must have common 
sense, because all of the elaborate apparatus described in these seven 
criteria amounts to nothing without common sense. 


CASE STUDIES 


The Kudsu University Case 


It might be useful to construct a case study using these seven criteria with 
at least two scenarios about one hypothetical university. Let us construct, 
then, Kudsu University, locate it in a rural southern environment, and give 
it the following characteristics. Kudsu was founded in the early part of the 
twentieth century as a university whose emphasis was on agriculture and 
engineering. As Kudsu grew and matured, its College of Engineering became 
its strongest program, and by virtue of a whole series of factors including 
timing and state politics, its College of Arts and Sciences developed an 
excellent basic physics department, a department much better than the 
well-known physics department at the state's flagship university a hundred 
and fifty miles away. One of Kudsu’s illustrious physics graduates who 
became science advisor to the president of the United States and later 
director of the National Science Foundation developed a sudden desire to 
return to his alma mater and finish out his career—a science career not yet 
over—at Kudsu. The timing was perfect: the longtime chairperson of the 
physics department retired at about the time the illustrious alumnus told 
Kudsu’s dean of arts and sciences he wanted to return and, in his words, 
“pay back what my alma mater has given me.” The appropriate university 
procedures for hiring a new department chairperson were put in motion, 


and the alumnus was made chairperson of the Department of Physics. Then 
the problems began. 


Scenario A. In this version the illustrious alumnus decides that the best way 
to help his department and his university is to build a high-energy grouP 
in the department. Such a group would make Kudsu famous. The chairpet 
son submits to his dean a budget for 1.92 million dollars for four new faculty 
positions and equipment. The state legislature will meet within two months 
and the general revenue estimates for the state for the coming year project 
a two: or three-percent decrease over current year revenues. Enrollment in 
Kudsu's College of Arts and Sciences is stable, as is the enrollment in the 
College of Engineering. The enrollment in the Ph.D. programs in both 
colleges has dropped off sharply during the past five years. What kind of 
answer can the dean give to the department chairperson? 

The essentiality and centrality of the proposed new program are marginal 
as is the societal need. The demand would appear to be low. The location 
and environment are marginal, and the cost is unfavorable. But the quality 
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of the proposed program is graded B. The politics seem unfavorable. The 
timing is bad. 


Scenario B. In this version the illustrious alumnus makes the same decision: 
Kudsu should have a high-energy group in the physics department. The 1.92 
million dollar cost is the same; the state legislature is still facing a slight 
general revenue shortfall for the coming year. Enrollment in the physics 
department is up slightly, and enrollment in the College of Engineering has 
increased ten percent each year for the last two years. Before the illustrious 
alumnus left his last Washington post to return to Kudsu, he and the state's 
United States senator, a veteran of thirty-six years in the Senate, managed to 
get a new federally operated supercomputer located in Pine Bluff, an old 
ballistics missile research station about thirty-five miles from Kudsu, and the 
Pine Bluff research station has received a large number of federal contracts 
for work on various Space Defense Initiative (SDI) projects. Now what does 
the dean do? 

The essentiality and centrality of the 
Marginal, but it begins to appear that the 
The demand will probably be medium; the location and environment can 
probably be rated as favorable. The cost is unchanging; the quality remains 
graded as B, but the geographical and the political factors appear to be 


favorable, and timing may not be bad. 


T i 5 us what 
These two scenarios are barely developed; neither of T Po ne : she 
the dean is trying to do with other programs 1n Kudsu’s College c sa 
i he scenarios about the quality o 


Sciences. Nor do we learn anything from the Sele acne 
the Departments of Mathematics and Chemistry. We do not “fs : yi À E 
about Kudsu’s master plan or its private giving programs. Te ri d a oe p 
a proper scenario, we would need to write a small pelea E 
precisely the point we wish to make: decisions about progra 


; i 5, ó = such decisions should never 
are complicate y a hos factors, and thus sucl i 
Aplicated by a host of fa Sane, gs the sveniatiOs rant oui, one 


e adean heterna on eie fect information is inaction, 
dominant personality. Of course, the Cost of perfec ge c aiok PA 
but the cost of ignorance is disaster. Some here in ie bebe ri 
course of action for the dean, a course of action tempere y 


but driven by courage and imagination. 


proposed new program is still 
societal need is at least medium. 


The Case of the Psychoceramics Department 


at Midwestern University oe 
at occurred in 1970 at Midwestern 
institution. The state legislature and ihe zN 
1 that the universities were not e T 
i > fact that prior tc ‘ ; 
efficiently. They based their charge On the fact ih E 
Program i oe been deliberately gbolisheg in ary al eena A 
this state. They suggested that if the presidents war 


This case study concerns a situation tha 


University, a medium-size 
Board of Regents charged 


state 
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j 
they could manage efficiently they would abolish at least one or two 
unproductive programs. apona" . 

The Dresdene of one particular university, wanting to re ecole 
eyes of the legislature and the state Board of Regents, asked his c Ae 
institutional research to review all the data that had been pao Y 
departments over the past several years and to recommend Roe a : oe OH es 
might be considered appropriate for abolition. One depanment n Be < The 
seemed to be a likely candidate—the Department of rec eaareptanen 
department, located in the College of Fine Arts, was established 2a Cas 
before and developed by Dr. Fischer, who became its first pp a ave 
the years it had acquired five faculty members and had graduatec z n 
hundred students with bachelor degrees, most of whom had foung = a te 
jobs practicing their profession and who still maintained meni f ee 
with their department and its chairperson. The facts in 1970 were a as He 
the number of students enrolled in the program had declined to Saeed 
majors; there was no demand by nonmajors to take any of its e “set 
courses. The faculty had decreased in number and now a ae 
faculty members, one of whom was the original chairperson mec 
planning to retire within the year, and the other, a middle-aged a om Hiatt 
professor who was well respected in his field and had compain a 
would make him acceptable to several related departments in the rh a 

The president of the unive sity asked the academic VICE! PUSS! 5 aduci 
the dean of fine arts to establish appropriate faculty committees to ae ae 
a thorough study of the department and to make i he bea Si 
ing its future. The committee findings and recommendations are ti thts 
in the following sections in terms of the seven criteria described it 
chapter for evaluating viability of departments. 


y ; Sadi F si -entral to 
1. Institutional Centrality and Essentiality. The program was not € 


i f 
cae i a s f > well-being © 
the mission of the university, nor was it essential for the well 


A ollege institution. 
any of the other departments or programs in the college or in 
Grade: not essential. 


f ; at eocial need for 
Societal Need. At that time there appeared to be no great social n 
graduates of the program. Grade: low. 


; : > enrolled as 
Demand for Program and Services. Only five students were enro 


majors. No students outside of the major were 
and there were ve 


Grade: low. 


ses in it 
taking any eause a 
issi icati students. 

ty few admission applications from new stu 


Geographical Location and Environmental and Political Factors. ne 

appeared to be no great regional need for the program in the city whe 

the university was located or even in the state. Grade: unfavorable. m 

5. Quality Factors. The quality of the program was satisfactory since the 
faculty were well qualified. Grade: C. 

6. 


: ; avorable. 
Cost. The cost seemed excessive for just five students. Grade: unfavora 
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7. Timing. The timing seemed good for abolition. There were very few 
students who would be affected. One faculty person, the chairperson, 
was retiring whereas the other faculty member could easily be placed in 
another department for the mutual benefit of both. No serious objections 
were anticipated from either of the two faculty members. Grade: good 
timing for abolition. 


, The committee's final recommendation was that the program be discon- 
tinued. The recommendation was considered and approved at all the 
necessary levels in the university hierarchy and transmitted to the state Board 
of Regents. The Board of Regents at this point in time would have been 
delighted to approve a recommendation for any program to be discontinued. 
This was the first time that a recommendation for discontinuing a program 
had ever been received from a university. The board praised the president 
and the committee and the university for being able to “face up to the 
budget crunch.” The recommendation to abolish the Department of 
Psychoceramics was therefore approved, the department was officially 
abolished by the Board of Regents, and the university was duly notifed of 
this action. Assessment of the department's viability clearly showed that its 
abolition was a logical decision that could be easily justified. At some 
Colleges or universities, this would have been the end of it. But not here. 
The retiring chairperson, who at first raised no serious objections, started to 
reminisce, remembering how she had developed the program from its 
infancy. And now she could see twenty years of her life's work being wiped 
Out before her very eyes by a stroke of the pen. So she wrote letters and 


Made telephone calls to the program’s many friends and alumni p rikran 
accumulated over the years. Soon large numbers of letters of objectio: 


started coming to the president's office, to the office of the Board of Regents, 
to offices of state legislators, and even to the office of the governor of the 
State. The end result was that the Board of Regents reinstated the program, 
which still operates today at a level less than adequate but, of course, with 
a new chairperson. The moral of the story is: do not underestimate the 
Power and influence of a lame-duck retiring department chairperson; and 
Ñi rthermore, do not underestimate the power and influence of a ae 
Campaign from aroused friends and alumni of an academic program targete 
OF extinction, 


The Case of the Large Foundation Grant 

" M ir sai ; wig er 
sans, like ships’ captains, should not try to fll their sails oe ” n hoot 
i comes along. This ancient seaman’s axiom holds especially true Hoan 
ee opportunities that occasionally present themselv 7 ak eaii ift 
fre rough the auspices of a large foundation grant Or a a ey os 
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eralized educational purposes; almost always oe = iat. 
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to every gift or grant. It is critical for the dean to decide if the string will 
fi bind the college or school. 
ae for cee the case of Urbanette College, a small tenrolmeri 
5,000) college, founded around the turn of the century lage ane = 
of America’s largest cities. It is a private college that receives each) yea k 
small subsidy from the municipal government of the city in which S a 
located. In the last five years, the relationship between the ea 
government and the college has blossomed, and a series ee tae 
projects at the college have been authorized by both the city an 
and the college's Board of Trustees, the latter group being enthusiastic a 
this growing relationship. x 
World Courwation. SE corporate headquarters are located in the same 
city, offers Urbanette three million dollars over a five-year period to conduct 
a detailed study of an obscure South American Indian tribe. This gift is BARE 
proposed by the Foundation because Urbanette has on its faeuliy a Te 
famous and distinguished anthropologist who has devoted his life to t 
study of that very same South American Indian tribe, and the pannor 
has from time to time over a period of fifteen years given this anthiopolog 
small research grants to pursue his life's work. Urbanette has not seen X : 
however, to build up its Department of Anthropology around this man beni 
is the college’s most distinguished faculty member, probably because he à 
an eccentric loner who spends more time in South America than on campi 
The college has a doctoral program in cultural anthropology, but te 
faltering, tiny program whose few graduates are the product of the ae 
guished faculty member's occasional bursts of interest in students who ca 
help him pursue his single-minded quest. f hat 
Indeed, shortly before World Foundation’s offer, Urbanette decided pa 
it could not afford a separate anthropology department, and, at the ugna 
of the dean of arts and sciences, made plans to merge its departments 
anthropology and sociology and to emphasize the subspecialities of aa 
and medical anthropology and sociology. The three million dollars ateren 
by the foundation will force the college to hire on grant money at leas 
three Latin American anthropologists, to develop special language Couns 
in Indian dialects, and to give up or postpone the development of assed 
promising relationships in urban sociology and anthropology that are emerg 
ing from town-gown negotiations. oe 
Hence the problem: Can Urbanette turn down three million dollars? Can 
anyone? Maybe not, but what will happen six years from now? Who will pay 
for those Latin Ameican anthropologists now on soft money? How will the 
courses in Indian dialects be financed? How does the college best serve 
society, the world, and, more importanuy, its students? 
The essentiality and centrality of the proposed new program are mar 


ginal, as is the societal need. The demand is obviously low. The location 
and environment are marginal. Th 


e initial cost, being essentially zero, 1$ 
highly favorable, but the future 


cost is highly unfavorable. The quality of the 
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program is graded B, maybe even B+ . The politics are awful and the timing 
is terrible. So, Urbanette turns down the foundation grant. Five years later 


the distinguished anthropologist still teaches (intermittently) at the college, 
have been merged. Some of the arrange- 


and anthropology and sociology 
ful; some have not. 


ments between Urbanette and the city have been success 
And many people still wonder if Urbanette did the right thing in turning 
away three million dollars. This sense of wonder emerges every time a 
faculty member from Urbanette applies for a grant to World Foundation. 


QUESTIONS AND EXERCISES 


1. For the purpose of this exercise, readers should mentally review all of 
the departments or programs in their colleges or universities over which 
they have jurisdiction or with which they have familiarity. Each reader 
should select one department or program which, in his or her opinion, 
is weak and one which is strong. 

2. Evaluate the selected department or program in light of each of the seven 
criteria in the chapter. Do the results of your evaluation reinforce your 
Original opinion of the department or program? Are there other criteria 


not described in the chapter that might be included? 
3. Do you agree or disagree with the procedures in the chapter on how 
deans can obtain either information or advice from faculty in developing 
Priorities and/or making decisions affecting budget allocation? Explain 
your answer. 
What system or systems do you use at your university for dividing budget 


among departments? 


Department 
Chairpersons and the 
Dean 


Ii a very large measure, department chairpersons are critical to the success 
or failure of the dean's mission, a mission we take to be the constant 
provement of the teaching, research, and service activities of the college. 
r is crucial therefore that the dean make every effort to gain the support of 
MS or her chairpersons. Support from chairpersons does not mean their 
Complete acquiescence to the dean's opinions; deans on the other hand 
Should not be reluctant to engage in argument when chairpersons Uy tO 
Persuade them to adopt policies ‘different from those in practice. Chairper- 
Sons are naturally expected to voice their opinions and be advocates of their 
departments, They are expected to test the dean in every possible way, but 
Once decisions are made, they are expected to suppor the implementation 
of those decisions. j | 

_ Over the long run, it is not possible for deans alone to establish program 
Priorities, implement them, upgrade the faculty, strengthen the curriculum, 
and increase and improve scholarly activity. They need the willing suppor 
Of the college's department chairpersons. The days of the imperial dean 
Whose policies were viewed as Hammurabi's laws are gone. There are mm 
American universities frequent examples of decanal dictatorships, but in 
almost every instance these are short-lived arrangements. And a dean's work 
'S not done in one or two years; in most instances it takes five years before 
the results of any effors are clearly visible. And if the results are indeed 
mo al one can be sure that willing and coop 

Olved every step of the way. 


erative chairpersons were 
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TASKS SHARED BY DEPARTMENT 
CHAIRPERSONS AND DEANS’ 


Dears sometimes take for granted the roles of their department chairper 
sons. We should pause here to consider how many tasks vital to the 
academic life of the institution fall squarely on the shoulders of department 
chairpersons. how closely they must work together with the dean to ac 
complish those tasks, and, thus, how dependent the dean is upon them. Not 
all of the tasks described here will be performed by all chairpersons in every 
institution. The size and administrative organization of the institution some 
times determine which tasks are to be performed. Most deans and chairper 
sons. however, will be able to identify with many of those tasks contained 
in the following discussion. 

In the area of governance, chairpersons conduct departmental meetings. 
which meetings can set the tone of the relationship betwween the whole 
department and the dean. Chairpersons generally establish all departmental 
committees, many of which committees work with other departments in the 
college to achieve specific goals. In consultation with the dean, they develop 
longand short-range departmental program plans and goals, all of which are 
part of the dean's long and short-range plans for his or her college or 
academic unit. Chairpersons then are the chief implementers of these plans; 
the dean cannot possibly individually implement all of them. In consultation 
with the dean, chairpersons must determine what services the department 
should provide to the university, the community or region, and the state. 
These services, some of which are mandatory in state colleges and univer 
sities, are always a function of departmental budgets, which, of course, are 
allocated by the dean in consultation with chairpersons. Chairpersons must 
keep their departments accredited (if they are subject to accreditation) and 
prepare their departments for institutional and decanal evaluation, a process 
that occurs at least once every five years. Chairpersons serve, of course, as 
advocates of their department to the dean for budgets. This advocacy almost 
always generates creative tension between them and the dean, but, if both 
are skillful, this kind of tension can only serve to foster close working 


relationships between the two. Furthermore, chairpersons are the primary 
initiators Of affirmative action. Here again the dean and they must work 
together to achieve success in meeting the institution's affirmative action 
goals. 

As all deans eventually come to realize, department chairpersons bear 
the primary responsibility. for the college’s instructional and research 
programs, and the tasks that must be performed to fulfill this responsibility 
are myriad in number. Supervising the scheduling of classes is a basic but 
onerous Chore that requires coordination with departmental faculty, the 


“A full treatment of the Chaipperson’s job responsibiliges can be tound in chapter 1 of Allan Tucker's 
Charing the Academu Department: Leadership among Peers, 2d ed. (New York Macmillan. 1984) 
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ms : hai re tie — office. If the department is large enough to 
sihectulting cep i ae examinations, chairpersons monitor the 
ee ne ape o! cise examinations. In connection with scheduling 
Sa) e roe maig that the enrollment in both undergraduate 
ies ee ei pe _ i te projections of the dean’s office. They 
rt ee ndergrad uate majors, and not only help to recruit 

: s but supervise their assignments as graduate teaching or 
ave responsibility for the general welfare 
responsible to 


Beek assistants. Chairpersons hi 
+ ae he poate students in their departments. They are 
of the he me quality of teaching in the department and, with the help 
S e — pomis through various incentives, good teaching. 
E oh T quality control officers of their departments for both 
Hous = se : ' nd pradine pr grams, and must make sure that the 
detent A pt ET and programs of the department are 
thie denn a i me They must also promote research, and with the help of 
fiealey lsc mate and encourage contract and grant activity among their 
y ders. 
ise ee always remember that department chairpersons generally 
both sae ilies basic decisions in the college. The unusual decisions, 
rah mle wie bad, are seldom made without the approval and help of ihe 
Esetiley i a are at least initially involved in the recruitment of new 
sin Mi ee and with the help of the dean, are chiefly involved in the 
derrien T p faculty appointments such as the new superstar of the 
dihointme ; š ough the dean generally has final approval of all new faculty 
ing ory os almost always the chairperson s recommendation is the decid 
anges . The chairperson assigns all faculty responsibilities such as teach 
nerally either makes or approves 
and other departmental ac 
as possible unless 


eg a and service activities. and ge 
assignment of committee memberships 

s as far away from these matters 
fosters the development 
and often becomes, in 
rious members of his 
aluator of all the faculty in his or 
ess that ultimately determines the 
* The dean must encourage 


livitie 

v ities. A good dean st 

ery sual cir ai rd 
y unusual circumstances prevail. The 


aifeach erie À chairperson 
sants ps member's special talents and interest 
or her righ ; x menr and development officer for ¥ 
her demas bá rhe chairperson is the ev: 
pre fees ee a critically important proc 
chainpers and the quality of the department. he a te 
Depend ONS tO carry out this important activity with care and w 1 a conma 
era ng upon the resources available, a logical result of this evaluation 
ORONT a the assignment of annual salary increases. and the chairperson’s 
ein i to the dean are generally accepted. This respe ynsibility 
chairpers nowever, close cooperation and mutual respect between the 
person and the dean. 

aiae almost all institutions the 

tion are made collegially by the dep: 


primary decisions regarding tenure 


rement faculty, the chairper 


“See ch 
Aaptes 
pter 8, Faculty Evaluation, an Allan Tuckers Chairing the Academie Department 
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son plays a key role in those decisions. In some institutions the chairperson 
can reverse a tenure or promotion action by the faculty; in other institutions, 
the chairperson can only forward the actions of the faculty to the dean. In 
any event, again the dean and the chairperson must work together in acting 
upon these critical personnel decisions. The chairperson has the unpleasant 
duty to deal with unsatisfactory performance on the part of both faculty and 
nonacademic personnel in the department. If a faculty member's unsatisfac 
tory performance cannot be remedied by actions of the chairperson, the 
dean is usually called upon to provide assistance. In the event that neither 
chairperson nor dean can solve the problems created by poor performance 
of a faculty member and the decision is made to terminate that faculty 
member, then the chairperson must initiate the termination proceedings. In 
every step of those proceedings, the chairperson and the dean must be of 
one mind, determined to take one action. Finally, the chairperson has to 
be both teacher and cheerleader in the department. He or she must keep 
faculty members informed of department, college, and institutional plans, 
activities, and operations; must maintain good faculty morale; and must, in 
so doing, reduce, resolve, and prevent conflict among the department's 
faculty members, all the while encouraging active faculty participation in all 
important departmental activities. 

In those colleges and universities that operate under a collective bar 
gaining agreement for the faculty, the dean has a very special relationship 
with the department chairpersons. Salaries, tenure, and promotion are ac- 
tions regulated—and sometimes tightly constrained—by the collective bar- 
gaining contract. While college deans seldom, if ever, are involved with the 
bargaining process itself, once the contract is agreed to by the university Or 
college and the collective bargaining agent, both the dean and the depart 
ment chairperson must monitor the provisions of the contract and make 
sure that both sides, the employees and management, comply with all its 
provisions. Sometimes department chairpersons are included in the contract 
(that is, they are in the collective bargaining unit); sometimes they are not. 
But in either case, the chairperson and the dean must both know thoroughly 
all provisions of the contract and be willing to act in unison to honor those 
provisions. The penalty for disunity, for misunderstanding, for ignorance of 
the contract on the part of either chairperson or dean is more than 
awkwardness and embarrassment and hurt feelings; the penalty can be the 
filing of formal grievances, which then must be processed up through the 
chain of command to the central administration. And if a dean’s college is 
the cradle of more than a few grievances, it is a sure sign that either the 
contract is not being honored or that the dean and the chairperson (or 
chairpersons) are not very good at solving personnel problems. 

Although the dean is the chief spokesperson for the college, the depart 
ment chairperson is the main communicator for his or her department, and 
is the main link of Communication between the faculty and the dean. 
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Through the dean, the chairperson also at times communicates and interacts 
with vice presidents, provost and presidents. Thus the dean and the 
chairperson are responsible for improving and maintaining the department's 
image and reputation not only among upper-level administrators, but with 
governmental and private funding agencies and with the general public. The 
chairperson also represents the departments and, by extension, not only the 
dean but the college and the university at various meetings and conferences 
of learned and professional societies. Small wonder, then, that the com- 
Munication between chairperson and dean must be in every way excellent. 
Perhaps the most onerous part of the chairperson’s role as communicator 
for the department is the daily round of correspondence both intramural 
and extramural, and the endless reports and surveys that must be completed. 
and reporting goes to the dean’s office, and 
a good idea 


Much of this correspondence 
thus, from this continuous stream of paper, the dean can form 
of how the chairperson performs his or her job. 

In many middle-sized and large institutions, the most important area of 
cooperation between the chairperson and the dean is probably in the 
formulation of the departmental budget. The chairperson, in consultation 
with various faculty committees, prepares the annual budget request and 
maintains primary control over the operating budget. The chairperson is, of 
course, the department's advocate in preparing the request budget, and, as 
area that there is almost always a creative tension 
creative) between chairperson and 
a seeking outside 


noted earlier, it is in this 
(at least one hopes that the tension is 
dean. Additionally, the chairperson is usually the leader it 
funding of various kinds for the department as a whole if not for individual 
members of the department. The dean, in turn, must fit the funding goals 
and aspirations of each department into the larger budget request Of the 
college or academic unit over which the dean presides. Obviously, the dean 
and chairperson must work very closely together in the administering of the 
department's operating budget, for it and all the other departmental operat- 
ing budgets become the operating budget of the dean’s college or academic 
unit. 

Finally, the dean should expect the 
office manager, a maintenance supervisor, an inventory manager, a building 
security officer, and a record keeper. The chairperson must not only manage 
his or her own office but is also generally responsible for the maintenance 
of all departmental facilities, all equipment (which nowadays is worth 
literally millions of dollars in large-scale science departments), and in some 
cases, a departmental library. The chairperson, under the authority of the 
dean and with the help of the campus police, must maintain the security of 
the department's facilities and equipment. If all this is not enough, the 
chairperson’s office generally is the central record-keeping unit for all of the 
department's undergraduate majors and all of the department's graduate 
students, those on stipend and those who are not. If these tasks are not 


department chairperson to be an 
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performed satisfactorily, the dean's life can become a nightmare. No dean 
can function properly if the chairpersons in that college or academic unit 
are unable or unwilling to perform their duties with care and enthusiasm. 

The relative importance of all these activities may vary from one depart 
ment to another depending on the situation in the department, the priority 
level of the department in the institution, and the way it fits into the college 
and university master plan. The dean, whose responsibility it is to provide 
leadership and guidance to all departments under his or her jurisdiction, 
probably knows—or should know— better than anyone else the obligations of 
a department at a given time, and which tasks, duties, and responsibilities 
described in the preceding paragraphs are most important for that particular 
department. How well that chairperson performs, therefore, will depend to 
a great extent on how clearly the dean communicates what is expected and 
what departmental tasks need the most attention. 

Good communication and a good relationship with department chair 
persons will not eliminate all of the dean's problems, but will certainly help 
keep them to a minimum. If too many chairpersons in a given college are 
unable or unwilling to provide their dean with the support needed to carry 
out the functions of the college, it may be necessary to have intransigent 
chairpersons replaced with more cooperative ones. If this is not feasible, it 
may be advisable for the dean to consider moving to another line of work. 
For in the final analysis, the relationships of the dean to the department 
chairpersons form the nature and character of the dean's working conditions. 
If those relationships are sour, then so is the dean's professional life. Deans 
are no different from other people; their professional lives must be as 
rewarding to them as anyone else's in an academic community. Thus, the 
dean must ask the same question we all ask ourselves about our work: is 
it rewarding, fulfilling, and fun, or not? If not, why not? 


DEAN’S COMMUNICATION WITH 
DEPARTMENT CHAIRPERSONS 


Viewed from a management perspective, the greatest flaw in the operation 
of a college or a university is, invariably, poor communication. One would 
think that an academic community staffed with Ph.D.s, most of whom must 
earn their livelihood by communication with students and peers, would be 
the one organization in America where communication is not a problem. 
In fact, however, intramural Communication is probably more of a problem 
at University X or College Y than it is at General Motors. There seem to be 
at least two Obvious reasons for this paradox: (a) universities and colleges 
have perfected that American genius for compartmentalization of work, a 
compartmentalization enhanced by the myriad of disparate academic dis 
ciplines that flourish in academia; (b) academic managers have developed 
a reluctance to be plain and specific in articulating directions or guidelines 
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= action, for no academic manager wishes to be accused of nit-picking. To 
Siale the obvious in an academic community is bad form; one must never 
appear to be talking down to one’s colleagues. There is a third possible 
authors, professors almost 


reason, namely, that in the experience of the 
never read directions. 

Thus the dean, who, above all else, 
department chairpersons and faculty members. 
significant proportion. How can the dean overcome the casual, thoughtless, 
sometimes even mindless, methods of intramural. communication So 
PES alent in America’s universities and colleges? The answer is by hard work, 
na to detail, and acceptance of the general premise—based on 
ew CNO. edie of observation—that people in academic life are not 
ae to accepting advice oF following directions. With this general 
Hi oa imine, let us review in some detail the mechanics of the ovinus 
Sois s used by deans in communicating with their department chairper- 


must communicate effectively with 
is faced with a challenge of 


The most effective, least ambiguous method of communication is. of 
asing the written message 


course, writing, If the dean is careful in phra 
d ssibility of misunderstanding ts 
reduced to almost zero. But the key to written communication is clarity, and 
even written messages can be ineffective if ambiguity creeps into letters or 
Prema And ambiguity is most likely to insinuate itself into the message 
Fit contains bad news. Only psychopaths like to purvey bad news. and 
consequently a fairly normal dean has almost always @ tendency to find a 
ae to ameliorate the impact of bad news: Bad news can take many forms: 
a budget shortfall that results in a rescission Or a freeze, a messy and 
x a less than-anticipated salary raise, a 
reprimand for failure to perform an assigned task. The list, unfortunately, is 
endless. But the more the dean temporizes the language conveying the bad 
one more likely it is to be misunderstood, either unconsciously a 
the = RA by ee recipient. Thus, the best thing the dean can do <a 
‘Serer bject briefly by expressing regrets [or having to do so Ue Bile 1 

to tell you that 1 find your handling of the recent appointment © 
( +) then enumerate as crisply as possible 
took the letters of recommenda 


dire te ` 
cted to department chairpersons, the po! 


embarrassi 
wrassing personnel problem, 


>, 

i Strangelove unsatisfactory” h 
fön SONS for the dissatisfaction ("1. You te icwitas al 
| at face value. 2. You did not conduct a telephone check with Strange 
Ove's former employer. 3. You failed to meet with and consult the per 
Sons on. the departmental appointments committee who were opposed 
to the selection of Strangelove. + you failed to take into account the 
oo reviews in two journals of strangelove’s latest wok a a bie 
Vitation to the department chairperson to discuss the matter persona y 


re 5 } is p ay i . 
lease make an appointment with me to discuss this matter. You and 1 
i this situation ). In the final 


nee a 

an: : a find a way to extricate the college from i 
alysis, there is no way to get around bad news. It has to be communicated 

i : be directed toward 


Plainly ; 5 : a 
nly and without rancor or petulance: If bad news is to 
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one chairperson and is to be communicated in written form, it should always 
be sent in the form of a letter, not a memorandum. A letter isa direct, 
personal form of written communication; a memorandum is impersonal 
There is no place for “Dear Ed” in the format of a memorandum, and in a 
certain sense, a memorandum is easier to brush aside than a letter. Indeed, 
we recommend that in one-to-one written communication, the dean should 
always write letters. In advising two or more people, however, memoranda 
may be written. Sometimes a letter to two people is appropriate (“Dear Ed 
and Sarah”), but writing one letter to three or more people becomes quite 
awkward. 

The dean’s memoranda generally address such tasks as information on 
recent developments in the college or university, or they contain requests 
for information or action from department chairpersons. There are two 
cardinal rules for writing decanal memoranda. First, always mention the 
deadline date for submission of requested data or 
requested action at least twice in the memorandum, 
subject of the memorandum (“Sl IBJECT: Board of 
Reports, Due April 26, 1986") and the 
of the memorandum (“Please rememb 
office on April 26, 1986"). Even so, the 
compliance with the announced deadl 
deadlines. But the fact that the deadline has been mentioned twice in the 
memorandum gives the dean extraordinary leverage 
Negotiations have to be made with the 
Second, if at all possible, memor: 


implementation of 
the first time in the 
Regents Program Review 
second time underlined at the end 
er that these reports are due in my 
dean will be lucky to get 95 percent 
ine; some people just cannot make 


in whatever subsequent 
recalcitrant department chairperson. 
ainda should be made brief and interesting, 
although brevity may be easier to attain than interest. Some subjects of 
decanal memoranda are simply inherently dull—and the 
leads to inattention on the 
to enliven such memorand 
a little twist (SUBJECT: 
XXXIV”). Followin 
dum w 


ir dullness, of course, 
part of their recipients. Sometimes the only way 
a is by giving the announcement of the subject 
Faculty Parking in the Anderson Hall Lot, Chapter 
§ 1s an example of a situation that prompted a memoran- 
ith an interesting subject heading. Back in the turbulent late sixties 
when students tried sporadically to destroy universities and colleges in order 
to save them, it was faddish for students to bring dogs on campus and either 
tether them outside classrooms or uy to take them into classrooms. This 
practice led to certain hygienic problems, and one dean we know was 
directed by the central administration to issue a memorandum exhorting his 
faculty to help rid the campus of dogs. His memorandum began with the 
words “SUBJECT: Running De gs.” 

There are, of course, times when meet 
are more useful and productive th 
ings are sometimes useful f 
should fall into the 
distribution; 


ings with department chairpersons 
an letter-writing or memo writing. Meet 
4 simply passing on information, but no dean 
habit of using them as a primary method of information 
most chairpersons resent Mectings at which they are told things 
they could learn by reading memoranda. Meetings between deans and 
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department chairpersons should generally be consultative in nature. They 
are usually held to discuss options in implementing policy, to form policy, 
to plan for good times or bad times, and, most importantly, for the dean to 
receive and to give advice. Each dean will run the meeting according to his 
or her style, but style aside, no meeting should be held without an agenda. 
It is always preferable to send out a list of the points to be covered, even 
for an informal meeting, at least several hours, and, if possible, several days 
in advance. A structured meeting always produces more results than an 
unstructured meeting, and the presence of an agenda gives the meeting, at 
least at its beginning, some semblance of structure. The very act of listing 
items to be discussed forces the dean to think about or at least hope for 
certain results. Even with no predetermined result in mind, the preparation 
of an agenda makes the dean better prepared mentally, with a better chance 
of performing a leadership role during the course of the meeting. 

The greater the attendance, the greater the neces: ity for preparation and 
the greater the need for an agenda, for academics are generally intellectually 
unruly people, often given, particularly in times of stress in their professional 
lives, to a pursuit of the irrelevant. The smaller the attendance, the less need 
for structure. If, for example, only four or five chairpersons meet, the dean 
should prepare an agenda at least for himself or herself, although even here 
it is probably useful to distribute copies of the agenda to all parties when 
the meeting convenes. Generally, when one or two chairpersons are in- 
volved, it is not necessary to distribute an agenda, but at least the dean 
should construct a semblance of one in the form of personal notes or have 
in mind the main points that need to be covered. In one-to-one cases, the 
better the dean knows the chairperson, the more important it is to be 
Prepared mentally for the meeting, for old friends have a way of slipping 
off into subjects of mutual interest, gossip, oF other generally irrelevant 
pleasantries. Some people place a great deal of emphasis upon the site of 
one-on-one meetings between the dean and the department chairperson. 
For those who think that site is as important as substance, the generally 
accepted axiom goes something like this: a dean should almost always go 
to the chairperson’s office to impart or discuss really bad news. and should 
always strive to give the chairperson good news in the dean’s office. There 
is some psychological validity to this type of procedure, but it, like any other 
Management technique, can be overdone. Obviously, the dean s presence 
in the chairperson’s office gives, in and of itself, an emphasis to the subject 
Matter being discussed that is absent if the dean and the chairperson are 
discussing business in the normal environment, which is the dean's office. 
Visiting the chairperson in his or her office should not be restricted 
Necessarily to times when the dean needs to pass 0D bad news. It would 

i conditioned to expect 


be unfortunate, indeed, if department staffs became io 
Uked into the department office. Occasional 


just to chat for a few minutes would 
shable, and accessible. These 


bad news every time the dean wi 
Visits to the chairperson’s office 
demonstrate that the dean is amiable, approac 
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visits provide the dean with the opportunity to greet faculty and staff 
members who happen to be in the department office at the time, and have 
a tendency to promote good morale and friendly feelings towards the dean. 

In all meetings, large or small, the dean must strive to avoid ambiguity 
unless the very nature of the meeting itself demands ambiguity. Meetings 
between deans and department chairpersons are almost always held for the 
purpose of reaching agreements on any of a wide variety of topics. If those 
agreements are reached, it is important for the dean, at the conclusion of 
the meeting, to state the nature of those agreements as clearly and as plainly 
as possible. The more complicated the oral summary of the meeting, the 
greater the chance that exists for multiple interpretations. If agreements are 
not reached, it is incumbent upon the dean in a summary statement to say 
clearly that no agreements have been reached. A meeting should not be 
concluded without a summary statement of what has or has not transpired. 
If one is not provided, the participants in the meeting will provide their 
own individual summaries, and all that can do is to make the dean’s life 
more complicated. It is important, therefore, that as soon as possible after 
the meeting, the dean provide all the participants with a brief written 
summary of what took place. This summary should take the form of a 
memorandum. 

The most unreliable method of communication between the dean and 
department chairpersons is the telephone. The telephone should be used 
to keep in touch with chairpersons in a friendly, personal way (“Just calling 
to see how things are going, Ed"); to get answers to certain kinds of 
operational questions (“Who's in charge of the graduate program this month 
now that Dr. Jetlag has gone to that conference in Tokyo?” ); and, most 
important, to try to ascertain through personal contact first if an unsubstan 
tiated horror story about some aspect of the department has any truth to it 
(“Listen Ed. the people in Finance and Acc unting tell me that it looks like 
Professor Flintlock has been illegally charging the freshmen a breakage fee 
for lab materials. This can't be right, can it, Ed?” 


). Deans should never write 
chairpersons about such matters without first talking personally to them. If 


the horror story is true, and a letter is fired off to the chairperson, the 
chairperson’s natural defense is to write back along these lines: “I have 
received your letter about Flindock, and while you have some of the facts 
right, there are a few things you don't know. I wish you had at le: 
me before writing that terrible letter about Flintlock.” If the 
false, and the dean fires off a letter to the ch 
been given enormous leverage in any and 
at least two years. no matter how abject! 


st called 
horror story is 
airperson, the chairperson has 
all negotiations with the dean for 


y the dean apologizes. In short, 
IMportant matters can be discussed on the telephone with a chairperson, 


but final agreement or resolution of such matters should always be in written 

form. And the dean should always have the last written word. Alwavs. 
Electronic mail has not yet disrupted the fairly serene environment of 

academic intramural communications Eventually, of course, it will, and 
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when it does, everyone's life will be made more complicated. Presidents or 
chancellors will leave messages for vice presidents or vice chancellors who 
will leave messages for deans who will leave messages for department 
chairpersons who will leave messages for faculty members who will, as they 
have in the past with letters, memoranda, and telephone calls, choose to 
either respond to, respond to after a long time, or ignore these messages. 
Our only advice to deans at this point in the nascent development of ‘our 
Orwellian technology is to use electronic mail only as a substitute for the 
telephone, but never as a substitute for the traditional letter or the important 


Memorandum. 


CHARACTERISTICS OF A GOOD 
DEPARTMENT CHAIRPERSON 


is best for a department depends on the place of the 
department in the matrix of the needs of and the plans for all of the 
departments within the college and, of course, on the department's relative 
importance within the institution’s needs and its future plans. Determining 
the type of chairperson who is best, therefore, requires a careful examination 
of the department in question. The department may be nationally recog 
nized, or it may be known as mediocre even on its own campus; it may be 
critically important to the mission of the college, or it may be peripheral to 
that college's mission. Of course, no department wants to believe its mission 
is peripheral, and all professors of knowledge like to believe that their 
particular subset of knowledge is important not only to their academic 
institution but to the general welfare of the galaxy; hence the dean probably 
should not make too much public noise about the relative importance of 
the departments under his or her jurisdiction. 

Obviously, however, some departments are more important to the col 
lege’s mission than others. In a liberal arts and science college, English and 
mathematics, the two languages of instruction and research in American 
universities, have to be strong; if they are not, the whole structure of 
education in the college and in the university is weakened. If the liberal 
arts and sciences college is a part of a land grant university, then chemistry 
and physics must also be strong, else 


the agriculture and engineering 
colleges will not ultimately flourish. In colleges of engineering, electrical 
verything NOW. 


engineering must be strong, fore 

computer. In colleges of business. the department 0 

strong in order to attract the best students, even those interested in the 
rarefied field of econometrics, for, in the last analysis, econometrics is a 
Management tool. Ideal chairpersons for the kinds of departments just 
described are individuals who have good reputations in their respective 
s for the department; are 8 od Managers; 
achieve the departmental g vals 


The chairperson who 


it seems, is hooked to a 
f management must be 


fields; are aggressive and ambitiou 
can provide the right kind of leadership to 
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within the context of the mission of the university; and last, but not least, 
can gain, maintain, or enhance a wide reputation of excellence for the 
department. . ; Ea 

When a department faces a specific problem, the ideal chairperson is 
one who has whatever special skills are necessary to address that pre blem. 
For example, if a mathematics department in a large land grant institution 
has been unwittingly allowed to pursue its own internal interests to the 
detriment of its university-wide service role, the type of chairperson who 
is best in this situation is one who, through skillful argument and at least 
a modicum of courage, can bring the department's faculty members back to 
an understanding of their role as a Major service unit to the entire university. 

On the other hand, what type of chairperson, for example, is best for a 
zoology department in a medium-sized liberal arts university, which depart 
Ment is not slated for growth and development as a first-line research 
department? A few of the younger faculty members would o 
of academic stature, someone who might be a me 
such as the National Academy of Science, who would try to change the 
emphasis of the department from whole-organism biology to cellular and 
molecular biology. Most of the older faculty members who still work in 
traditional biology would probably prefer a more c mMservative chairperson, 
one who is not overly ambitious to change the status quo. The dean 
Moreover would feel more comfortable if the chairperson were an individual 
who would not aggre: ively hassle the college for addition 
up a department that is not high on the institution's 
Let us consider another example. What type of chairperson would be best 
for a small department of music that Must spend one-third of its budget 
Supporting the institution's marching band? Would an individual who is an 
Outstanding music theorist fre om Julliard be the best person for this position? 
Probably not, even if someone with this type of background were willing 
to accept the position—which is unlikely unless that person's human survival 
were at stake. The zoology and music departments just described would be 
better served, at least from the dean's point of view, by chairpersons who 
are not national figures, who understand the Priority position and financial 
constraints facing their respective departments, w] 
problem at budget allocation time, 
of providing leadership to their fa 
priorities of the institution. 

Even though the dean might perceive e 
priority level in terms of its im 
institution, chairpersons of low 
as second-class citizens le: 


pt for a person 
mber of an organization 


al money to build 
and dean's priority list. 


ho would not create a 
and who would be willing and capable 


culty members within the established 


ach department at a different 
portance to the mission of the college or 
Priority departments must never be treated 
st they develop fee 
discourage them from being the best 
sons, by nature of their pe 
advocates than others, One 
aggressive advocate. 


lings of inferiority that might 
advocates they can be. Some chairper 
fsonality, are less cap: 
who does not have th 
but who has other desirable 


able of being effective 
e capability of being an 
characteristics such as high 
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standards of performance, may be the best type of chairperson for a 
department that is destined to remain low on the institution’s priority list. 


THE DEAN’S ROLE IN SELECTING 
DEPARTMENT CHAIRPERSONS 


Every dean is faced sooner or later with the task of selecting a department 
chairperson. Indeed, many deans will face this important decision several 
times during their time in office, for the average national turnover rate of 
department chairpersons in four-year colleges and universities is from three 
to six years. As noted earlier, department chairpersons are the most impor- 
tant people in a dean's profes ional life; hence the dean will do well to 
spend as much time and devote as much effort as possible in their selection 


and appointment. 

How is a chairperson selected for a particular department? At most 
American institutions of higher learning, the members of the department are 
involved one way or another in the selection of their chairperson. The 
standard method for obtaining formal faculty consultation is for the dean to 
establish a search committee that evaluates the dossiers of all applicants for 
the position and presents a list of candidates from which the dean selects 
one. Another method frequently used when informal faculty consultation is 
desired is for the dean to ask members of the department to suggest names 
of individuals who might be interested in becoming chairperson. The dean 
selects one from among those suggested, In both preceding situations the 
dean, for whatever reasons, may not be satisfied with any of the names 
presented, and may appoint someone whose name has not been presented 
either formally or informally. On rare oc ions the dean may appoint z 
department chairperson without even requesting Or receiving any faculty 
consultation. (This procedure, however rare in its use, Is not recommended 
for it puts a great burden on the person so selected in terms g! His or hsi 
relations with the department's faculty.) Two other procedures are also oged 
for selecting chairpersons. One is election by faculty members of me 
department; the other is the rotation method in which faculty members take 
turns being chairperson. f ; 

At most medium: to large-sized institutions, NO single standard method 
must be followed by every department in its search for and selection of a 
chairperson. The method can vary from one department to another even in 
the same college within a university. Departments, by themselves or in 
collaboration with their respective deans, are permitted by some institutions 

to follow. The procedures are then 


to determine what procedures they wish 
and bylaws. Advance approval, of 


included in the departmental regulations d E uppie j 
course, must be obtained from their appropriate deans and institutions. If 


the department or institution has no written rules or regulations for selecting 
and appointing chairpersons. deans sometimes follow their own procedures. 
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Nor is the department necessarily restricted to the same procedures every 
time it seeks a new chairperson. It can, with the dean's permission, change 
procedures from one time to the next. At small institutions, in which 
departments are not very different from each other, it is not uncommon for 
a single standard method to be prescribed for all departments. Regardless 
of which method is used, however, the dean should keep in close contact 
with the institution’s affirmative action officer to assure that affirmative action 
guidelines are followed before, during, and after the search, selection, and 
appointment process. These guidelines, as they affect decanal decision mak 
ing, will be discussed later. The following paragraphs contain discussions of 
the various methods that are followed in the selection of chairpersons. 


Appointment with Formal Consultation 
and the Use of a Search Committee 
One of the most commonly used methods at many colleges and universities 
is for the dean to establish a search committee that is assigned the 
responsibility of reviewing the documents submitted by all applicants and 
nominees for the position. They can be individuals from within the depart 
ment who have been nominated by their peers or they may be from other 
institutions. The search committee is given instructions on how to announce 
the vacancy, conduct the search within affirmative action guidelines, evaluate 
each candidate's documentation, acquire information about the candidate 
from as many sources as appropriate, and then submit at least two names 

for the dean's consideration, 

Many institutions have bylaws and/or written guidelines for the selection, 
appointment, and responsibilities of search committees. These may vary 
somewhat from institution to institution, Regardless of how members are 
selected for this important committee, it is incumbent upon the dean to 
give careful instructions to the committee including a reminder of the 
Mission and goals of the department, the parameters of the position and 
salary, the institution's and dean's Perceptions of the issues and problems 
with which the new chairperson will be expected to deal, and so forth.* 

Most deans can, and sometimes do, reject the 
the department's search committe 
dean will know in advance if a candidate objectionable to the de 
to be presented by the search committee. Thus forew: 
work diligently within and without the committee to prevent embarrassment 
both to the committee and the candidate. If dissatisfied, the dean can 
request the committee to submit one oF two More names from the pool of 
applicants. If none of the candidates is satisfactory, the dean can ask that 
the time for the search be extended to permit additional individuals to 


recommendation made by 
e. but this does not often happen. A wise 
in is going 
armed, he or she will 


“A detailed dese riptior 
how to recruit and scr 
chapter 5 


vof a model on how to select in 


dividuals to be members of a sea 
ven candidates is presented in 


rch committee and 
Allan Tucker's Charing 
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apply, or that this search be concluded and another be initiated. If the 
committee knowingly persists in presenting a candidate ohjestionable to the 
dean, the dean must take this action as an early warning that one of two 
things has gone awry: either the dean has lost credibility with the depart 
ment or the department needs a major renovation of its value ee in 
teaching or research or service or pethaps all three. eee 

l Throughout this whole search process. it is advisable for the dean to 
spend time with both the departmental faculty at large and with the search 
committee explaining the mission of the department, its goals, its 
weaknesses and strengths, and the way all of these elements fit into the 
institution's plan for the future. This kind of involvement in the search 
pri cess, usually a stressful and time-ct ynsuming exercise, will help strengthen 
lines of Communication between the faculty and the dean's office and 
usually help avoid the nomination of an unsuitable candidate. Finally, the 
dean should not allow the search committee to present only one name. The 
dean should insist on the presentation of two or more names in almost 
every circumstance unless, well in advance of the conclusion of the search, 
the dean, the search committee and the general departmental faculty are 
firmly in agreement that there is only one candidate who is just right for 
the job. It is surprising how often in large departments, particularly those 
in the sciences and engineering. this consensus OCCUTS: generally. however, 
the smaller the department the more intense the internal dissension over 
the departmental leadership position. 


Appointment with Informal Faculty Consultation 

universities, the dean 
s of persons whom 
1 under this 


In this scenario, which is quite common in American 
asks faculty members in the department to suggest name 


they would like considered for the position. Those suggested 
f the department, but sometimes an 


procedure are most often members © 

outside search is warranted and names of individuals from other institutions 
may be suggested. The dean rev iews the list of those suggested and selects 
one. On occasion, it may be the case that none on the list meets the dean's 
eriten jn termsiof what 38 best for the depacment. If the dean has someone 
better in mind, he or she may discreetly try to influence one or more faculty 
Members to place that persons name on the list. If this is not feasible, the 
dean's candidate may be appointed regardless. 

R of appointment with inform 
Often occurs at institutions that have no prescribed 
institutional procedures for selecting @ chairperson. 
someone who is not on the list, it is usually because 


among the faculty members, NO visible pattern of conse 
f the nominees can bring about needed change. 


sons exists. Actually, a dean who appoints 
for the same reasons and may suffer the 


al faculty consultation Most 
1 set of departmental or 

If the dean appoints 
conflict has developed 
nsus has arisen, the 


The procedure 


dean believes that none © 
or a combination of all these re: 
someone not on the list does so 
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as 4 az j g ints 
same consequences, but perhaps to a lesser degree, as a dean who appoint 
with no faculty consultation. 


Appointment with No Faculty Consultation 


At some institutions, probably very few, a dean may appoint a chairpers 7 
for a particular department without consulting its faculty members. In ve a 
cases, the appointee is usually selected from members within the depart 
ment, but could be someone from another institution. The reasons given 
by the dean for not consulting with faculty include concerns about a history 
of strife among faculty members who are never able to agree on anything, 
or the need for a drastic change in the department to bring it in line with 
existing or revised college and institutional goals, or because dissident 
faculty members on their own would never agree to the nomination of 
someone who might be willing or able to change the department. 

Faculty members of a department are generally unhappy with this par- 
ticular procedure, and such a procedure is followed when the dean per 
ceives the department faculty to be sufficiently passive to accept the deci- 
sion without too much Opposition. Deans who make appointments this 
way are usually authoritarian in their Management style, but they are not 
always correct in how they judge the extent to which faculty members are 
passive or the effect this type of decision might have on faculty morale. If 
the dean’s judgment is correct, there will probably be little resistance to the 
appointment. If, however, faculty members are not as passive as the dean 
perceives them to be, they will create all kinds of problems for the newly 
appointed chairperson and the dean. Even if the appointed chairperson is 
competent and could become well liked, he or she may not be given the 
chance by faculty members who resent not being invited to provide advice 
in the selection process and do not feel motivated to cooperate or follow 
leadership of the appointee. Of course it is the dean's hope that, even 
though Opposition and resistance to the appointment may arise initially, over 
the long run the new chairperson will demonstrate attractive personality 
traits and effective management styles that will win over the faculty mem 
bers, who will then work coc »peratively with the chairperson. Sometimes this 
happens, but not always. 


Election by Department Faculty Members 


In some universities and colleges, a department chairperson is elected. 
Where this occurs, a detailed set of rules and regulations generally govern 
the process—rules and regulations that have been developed by the faculty 
Members of the department and approved by the de 
and legal Purposes, however, insti 
the elected individual as ch 
veto the results of the & 


an. For administrative 
tutions may require that the dean appoint 
airperson. Although the dean has the right to 
lection, he or she very rarely does. 
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w a seh heni under the following conditions: The depart- 
ae ETE : = er strong, and mature. All of its senior professors 
department oat © z a professions and work well together. The 
AA gen k oe “i enner by the institution or grants and contracts, 
mittees. The elect d De is done by strong departmental com- 
reputation in sae ii hese is usually someone who has an excellent 
provides it with i ae i of the departe and as its representative 
Sanao SAAN Ui lga, regiona., and national visibility. The term of office is 
aai nec Edie but the individual may be elected for additional 
leadership ‘is A tagh the elected chairperson is expected to provide 
Samet wets neal o! the department is often run by an assistant 
hase, tome wast = ii ell-trained support staff who have spent a num 
and the supper on ae the department. The departmental committees 
But if few r $. ay — the department with much of its continuity. 
gavemiog a de ne 9 ie sa exist, the election method of 
eatmple Be a apenas works to the department's disadvantage. If, for 
EN j aen professors are not highly respected, the election may 
sii Ni ee who is not highly respected off campus, and the 
=i ; reputation both within and without the university will suffer. 
te Be oh Mren personnel are highly trained, well paid, and dedicated 
its busi Elie, SF Ure department, the lack of continuity 1N the conduct of 
iness affairs will inevitably hurt the department. 


Rotation among Department Faculty Members 
patil using the rotation method. faculty members take turns being 
then bens i he tenn of office typically running two or three years. Most 
asain 5 ae faculty members are involved in the rotation, but in some 
Ment ote eas oe universities virtually all faculty members in the depart 
nave een, oth Where ts process takes place, guidelines and regulations 
a eaainfished for its governance that have been approved by the 

and/or the institution. 
i of rotating chairpersons migl 
s that have four to six faculty members. 
department acting 
at chairperson. The 
does not work well in a large 


ht work well in smal] depart 
Business is usually conducted 
as a committee of the 


ar spate : 
nd decisions made by the entire 
rotation method in 


whole and chaired by the departme! 
pa all faculty members participate 
aan that has too many faculty members to be able to operate 
effectively as a single committee of the whole. Moreover, it is unlikely that 
all members of a large department would have the necessary qualifications 
to be good department chairs. Under the election s stem in some large 
enemas not everyone is given the opportunity to be considered for the 
chairpersonship. Those not willing to be candidates or those without faculty 


su ‘ j art 3 : A 
ipport are never nominated. This is not truly a rotation system; it more 
on-by-committee system. Under the rotation 


closely < A 
sely approaches an electi 
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system as we define it, every member of the department takes a turn. 
Schedules are usually drawn up in advance, indicating whose turn it is and 
when. The rotating chair, perhaps even in the best colleges and universities 
but most certainly in most other kinds of institutions, often deflates the 
importance of leadership, turning the position into a kind of thankless and 
somewhat onerous task that is so uninviting that everyone must be made 
to share every once in awhile so that the misery can be spread around. Also, 
the rotating chair concept may put a heavy burden on the dean for providing 
a sense of continuity in the Operating and planning for the department. Thus, 
except in certain kinds of institutions, the college dean often gets litle or 
no help from rotating people in the chair. 


CHOICES AND OPTIONS IN SELECTING CHAIRPERSONS 


Regardless of whether deans, faculty members, or a combination of both are 
involved in selecting department chairpersons, and regard] 
procedure is followed in making the se 
from which one must be 


of which 
lection, many candidates will emerge, 
chosen. Some choices will be easier than others, 
depending on the nature, composition, and bylaws of the department: as 
weli as the method used in the search and selection process. The following 
are examples of choices that must be considered. Is it better to select 
someone from the department membership or from another institution? 
Would a person who is well liked and very popular with the faculty but 
who possesses no proven managerial skills be a better choice than someone 
who is less popular but is known to have good administrative skills? Is an 
appointed candidate more effective than one who is elected? Is it wiser to 
choose someone with previous administrative experience but no tr 
record as a research scholar than someone with a good record as a research 
scholar but no previous administrative experience? Will an accomplished 
researcher and prolific writer make a better chairperson than one who is 
recognized as an excellent teacher? Would se Meone with prior experience 
as a dean or an academic vice president at a four year college or university 
be a more effective chairperson than one who has not had administrative 
experience in a central administration? Should a candidate who does not 
yet have a full professorship be considered for chairperson? What is the 
optimum length of time that a chairperson should serve in that office? These 
questions will be addressed in the following paragraphs. 


A Candidate from Inside versus Outside the Institution 
What are the advantages and disadvantages of selecting an inside person to 
be chairperson rather than searching outside 

are clearly on the side of the risk 
weaknesses of the 


the university? The advantages 
averse dean. Obviously, the strengths and 
inside candidate should be fairly well known to the dean; 
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if they are š averi m 

one ipho- oe Sh ers T : ear : o a 
aS A ERON E abor unknown inside candidate 
ni nown outside candidate. Hence, if a chairperson from within the 
e a Hoe the dean had better know the possible 
omen sg gen as it is possible to know them. If, then, the dean 
advantages <: i N ie well Whien the appointment is made, the 
aeieea EOT ; a inside candidate is going to be more 
outside. It is often very ca ei neS n e emeni am 
of thesdepartmeni] y i o € l nor 3 he history of the development 
ede ages ; jaw certain programs within the department came into 
S ah gen or shabby figures have worked in the department, and 
arc at aici et ill they have left as legacies. Predictably, an inside 
er lon eae more efficiently at least during the first year of his 
aie Sa as chairperson. Every department in every college in every 
Rne i hii m peculiarities in the way it does its business and every 
j ala has a set of procedures that varies from every other institution’s. 
a ue inside candidate does not have to master this institutional folklore, and 
la a consequence can begin work as the department chairperson without a 
ye eamp period. Finally, an inside candidate generally lends an air 
O RLA OF continuity to the life and work of the department, and stability 
a a are normally of utmost importance. A very strong, well-es- 
callers dh i oe department, one central to the mission of the 
tan eer or the university, probably needs a sense of continuity more 
ona nee else. Sometimes, at the other end of the spectrum, a young 
ee ent, with its programs just recently established and its mission finally 
agreed upon and understood by all, may need a settling-in period, a sense 
of stability, with an internal appointment. 

for going outside 
may not be prepo! 
ake it. Herein lies another 


to find a departmental 


But there are good reasons f 
sing OF, 


chairperson. First, the candidates from inside 
if they are, they may not want the job and will nott 
early warning for the dean. If a respected and valuable person in the 
department will not take the job as department chairperson, even for three 
years, the chances are high that one of two things has gone wrong: the dean 
has insufficient credibility with the candidate or some bad trouble is brewing 
in the department that the dean knows nothing about. Such a set of 
circumstances literally forces the dean to search outside the department for 
a chairperson. l 

A far more likely and ¢ 
department faculty and the dean 
to bring new ideas and new insig 
to the department by persuading 
department's chairperson, or increase the number of faculty 
department. This last reason is NOL usually a compelling one with the faculty, 
wtments have found this to be a way to 


be turned aside by the dean’s 


g outside is that both the 


ommon reason for goin: 
adership in order 


want to bring in new le 
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or a rising star to become the 


a star 
positions in the 


al i 
though in recent years many depa 


queeze the dean. This play can easily 


44 THE ACADEMIC DEAN 


agreeing to provide a new line for an outside chaiperson $ Pa a 
position exists in the department and, at the same time, onone oo a 
her intentions to withdraw from the department the next vacant 
ay] new chairperson’s line. 
te Ne oa dh good people inside a department who po 
serve quite well as chairperson, but academics thrive on new ideas Sra 
approaches to old problems. Thus a fresh start not only in the aministra a 
of the department, but also in the department's relations with the es ia 
almost always important to the faculty. And new department wy faa 
bring more than fresh ideas about program administration; if they are por : 
their salt they bring fresh ideas about the intellectual advances of the 
academic profession that the department represents. Finally, if a college or 
a university completely abandons the practice of bringing in department 
chairpersons from outside, it runs the risk of intellectual stagnation. Pe geet 
The risk factor in going outside for a department chairperson is fairly 
high. It is certainly higher than going outside just to add a senior professor 
to the department's roster. The prospective 
credentials are easily checked; his or her published work is easily available; 
and, generally, the academic grapevine is proficient enough to provide 
details on any eccentric or aberrant behavior of the candidate. But hard 
intelligence about a person's managerial skills is not as easy to come by. 
Many different things can come into play here. It may be easy enough to 
find out if the candidate is a good Manager, but very difficult to find out if 
he or she is a bad Manager, especially if the candidate's departure from his 
or her current managerial position is something devoutly wished for by the 
candidate’s home institution. Thus, it is important to obtain information 
about the outside candidate from as Many different sources and people as 
possible, including employers previous to the current one and individuals 
who are not on the candidate's list of references, but who may be familiar 
with his or her performance in former positions. But above all else in the 
search for an outside candidate there looms the operation of Murphy's Law: 
if anything can gO wrong, it will. Samples: the good outside candidate is 
hired and comes aboard, but the new chairperson’s spouse hates the 
institution and forces the chairperson to return, usually at Christmas time, 
to the old institution. Or, the good outside candidate is hired, but before 
arrival, financial considerations at either the old or new institution force the 
candidate to withdraw. Or a nationally respected scholar is hired to be 
chairperson but, once on campus, proves rather quickly to be an inept—or 
undedicated—administrator. These are but three operations of Murphy’s Law, 
all which are enough to throw the department into confusion, cause the 
academic vice president or Provost to look askance at the judgment of the 


dean, and generally create a sour ambiance in the department for at least a 
year, maybe longer. 


But good deans should not be adverse 
search process, including the dean, has worl 
references, and carefully researched the re 


professorial appointee’s scholarly 


to risk. And if everyone in the 
ked hard, exhaustively checked 
cords of the candidate, the work 
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and the risk are worth it all, for surely the payoff will be a stronger, better 
department. 


Popular versus Competent Candidate 


Sometimes a dean must decide between a popular choice of the department 
and one who is not so popular but is known to be competent. Suppose the 
dean has concluded through scrupulous research that appointing the 
popular candidate would result in long-term disaster for the department. 
Should the dean accept the popular will of the department and trade off 
short-term serenity for long-term disaster or, alternatively, reject the will of 
the department, select the candidate who may not be popular but is 
competent, and thus trade off short-term turbulence for long-term growth 
and development in terms of productivity and quality? How can the dean 
be sure which is the right decision in such cases? Is the dean's private 
prediction of long-term disaster really right? Can a popular appointment that 
presages future trouble be turned to advantage, thereby avoiding anticipated 
trouble? 

We would argue that in the hypothetical case being examined here, and 
with the assumption that there are no other variables, the dean should reject 
the popular will of the department and choose a new chairperson who will 
give the department the best chance to grow in productivity and quality. 
But how can the dean know who is the best of the choices available? No 
appointment, as we all know, is foolproof. Of all the resources available to 
help the dean accomplish the decanal mission, none is more precious nor 
more valuable than the department chairperson. Now is the time for the 
dean to analyze carefully the specific department for which a chairperson Is 
being selected, and consider all the variables—such as its priority level within 
the institution, its strength, viability and future plans—and use the best 
possible judgment to make the decision on the basis of the information 


available at the time. 


Appointed versus Elected or Rotated Candidate 


Behavioral differences exist between appointed and elected chairpersons, 
especially at the beginning of their terms of office. Which is best for a given 
department depends on many factors. Advantages and disadvantages gorom 
pany each type. The advantages of an appointed chairperson are fairly 
obvious. Naturally, the dean would choose the person most likely to accept 

t, and one whom the dean could trust 


the role planned for the departmen! ; 
to transmit messages to the departmental faculty accurately and faithfully. Of 
course, the disadvantage is that possibly the messages coming the other way 
may not be either fully or accurately reported, although this should be only 
a minimal risk if good judgment of character was exercised when making 
the selection. 


The election of a chairperson by the faculty has the advantage that it 
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insures almost everyone concerned that the person so chosen is liked, or 
at least respected, by the faculty and has their collective trust. The dean can 
also be assured that whatever messages come from the faculty through the 
chairperson to the dean generally carry considerable weight and are aaue 
readings of the department. Furthermore, as noted earlier, the popular 
election generally presages at least short-term serenity, for it is very difficult 
for the departmental faculty under such an arrangement to march on the 
dean's office to complain about departmental leadership. The responsibility 
of making hard decisions affecting faculty members may be difficult for the 
newly elected chairperson at least in the beginning, and even after the first 
couple of years the difficulty may not go away. As in every kind of politics. 
however, logic ultimately ceases to prevail, and after two or three years, the 
elective process is forgotten by the faculty and the chairperson chosen under 
that process is as much at risk as one appointed by the dean. 


Research Scholar versus Experienced Administrator 


The criteria for selecting a new chairperson usually include the requirement 
that the applicant must have a good research and publishing record as well 
as administrative experience. It is often the case, however, that those who 
have acquired a reputation for being good at administration have done so 
at the expense of conducting research and publishing. Good administrators, 
who have good track records as researchers probably conducted most of 
their research prior to entering administration, Many academic administrators 
claim that they lack time to engage in scholarly activities—that all or most of 
their professional time is taken up with administrative duties. Yet there are 
few chairpersons and even fewer deans suffi 
that they can deliberately take time from their busy administrative schedules 
to engage in or supervise a research project. One wonders sometimes about 
the sincerity of administrators who keep saying that they wish they had more 
time to do research—but never do any. These individuals have really chosen 
administration over research, and the talk about their strong personal desire 
for involvement in research is either wishful thinking or uttered for faculty 
consumption. The truth of the matter is that it is indeed difficult to find 
time to do a good job both in administration and in research, but few 
academic administrators are willing to admit openly that they have opted 
for the administrative route and have, for all practical purposes, disengaged 


themselves from research activities even though the yearning may still be 
there. 2 ? 


ciently committed to research 


Faculty members who expect to fi 
who will be a good manager 
schedule are deluding the 
excellent, 


nd someone to chair their department 
and at the same time Maintain a heavy research 
mselves unless the department can afford an 
well financed Support staff to perform most of the routine ad 
ministrative chores that usually fall to the chairperson. If both administrative 
experience and a good research record are prerequisites for the job, the 
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faculty may have to settle for a research record that is no longer current, 
but was achieved sometime earlier in the candidate's career. This type of 
individual will at least have an appreciation for what is involved in helping 
faculty members conduct research. If the choice is limited to one or the 
other of two candidates, there may be less risk in choosing a person with 
the right kind of administrative experience who has no research record over 
one with a good research record but without previous administrative €x- 
perience. Persons currently involved in heavy research schedules who 
decide to become candidates for a department chair may have to curtail 
many of their personal research activities if they are appointed to the 
position. Before making a selection, therefore, the dean should find out 
whether these candidates realize this possibility and the extent to which 
they are willing to make an advance commitment to administration. 


Excellent Researcher versus Excellent Teacher 


In searching for a new department chairperson, whether from within the 


department or from another institution, if none of the candidates being 
considered has had prior administrative experience, more weight is often 
given to the candidate's research and scholarly record than to the teaching 
record. Many faculty members believe that a great scholar is better qualified 
to be chairperson than one who is not Experience has shown that a great 
researcher and scholar who happens not to be a good teacher does not 
always make a great manager; in fact, very few great scholars even think 
briefly about becoming academic managers. The very qualities that generally 
are found in great scholars—introversion, intense concentration upon a single 
almost selfish protection of their time—are 
ademic manager. A great teacher has a 
a good academic manager, because 
husiasm, good organizational 
a public presence, and a 


aspect of a single topic, jealous, 
not the usual hallmarks of a good ac 
better chance, generally, of becoming 
the qualities of good teaching—empathy, ent 
skills, rapport with colleagues and students, 
willingness to work hard at repetitive tasks—generally are the same qualities 
that one finds in good department chairpersons and good deans. The ideal 
candidate, of course, would be one who is both an outstanding teacher and 
an outstanding scholar. Not many candidates, however, have both sets of 


qualifications. Unfortunately some have neither. 


Former Dean or Academic Vice President versus 
a Candidate Without Such Prior Experience 
vidual who has had prior ex 


More frequently now than before, an indi 
a small college or 


ademic vice president of 
on of department chairperson at a larger 
ministrative experience. 


perience as a dean or an ac 
university may apply for the positi 
institution. Such a vita is impressive in terms of ad 
Faculty members think that a candidate with this background will certainly 
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know how to deal with deans and how to be effective in obtaining 
maximum resources for the department. In some cases this is true. Some- 
times, however, a chairperson who has been a dean or an academic vice 
president is detrimental to the department. Former deans and academic vice 
presidents tend to have a more global philosophy about the institution than 
candidates who have not held a deanship or been in the central administra- 
tion. They can understand why deans make certain decisions in favor of 
other departments and are sympathetic to these decisions. This understand- 
ing and sympathy may make them less aggresssive advocates for their own 
departments. If an aggressive advocate is wanted as a department chairper- 
son, someone who has had prior experience as a dean or central ad- 
ministrator may not be the best choice. 


Candidate Who Is a Full Professor versus One Who Is Not 


The professorial rank and tenure of a chairperson constitute a characteristic 
that generally affects how departmental business is conducted. A member 
of a department who is appointed its chairperson before achieving full 
professorship will usually not have time after the appointment to perform 
the scholarly tasks necessary to meet the institution's criteria for promotion. 
Unless there is a record of scholarly achievement prior to the appointment, 
the members of the departmental promotion committee will vote negatively. 
They seldom recommend promotion to anyone just for being a good 
chairperson. Chairpersons who are not familiar with this problem will 
certainly learn about it at promotion time. They will also learn that certain 
members will vote against a chairperson who has made a departmental 
decision that might have had a detrimental effect on them. Being apprehen- 
sive about this possibility may deter a chairperson who is still working 
toward promotion from making important and difficult departmental deci 
sions. Another problem may develop for the department chairperson whose 
academic rank is lower than that of some of his or her faculty colleagues. 
The chairperson may be overly permissive in giving them assignments and 
evaluating their performance, and conversely, faculty members who are full 
professors may resent following the lead of a chairperson whose professorial 
rank is lower than theirs. Except for unusual circumstances, individuals who 
are not professors should not be asked to take the position of chairperson. 
Nevertheless, faculty members of a department who are not professors do 
sometimes become chairpersons of their respective departments. When this 
occurs, the dean should do as much as possible to prevent the individual 
from being professionally penalized for Sacrificing two to five years of 
personal academic Opportunity for the administrative good of the institution. 
But whatever the case, it is not advisable for an institution, be it large, small, 
public, or private, to appoint a nontenured person to an academic ad 
ministrative position. 


If the decision is made to go off campus to find a new chairperson, it 
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is quite likely that the candidate will probably want a commitment from the 
university that tenure as a full professor will be granted before he or she 
assumes the chairpersonship, or at least within one year from the beginning 
date. If the dean is seriously considering finding a good candidate from off 
campus and this intent is agreeable to the department concerned, the dean 
must be prepared to find a way to give the recruit instant tenure as a 
professor or something close to it. 


Short-Term versus Long-Term Appointments 


After all the decisions about procedures for selecting a department chairper- 
son have been made, after the inside versus the outside questions have been 
resolved, and the dean is about to make the appointment, the next set of 
considerations involve the length of time the new chairperson will serve in 
that office. In some departments, chairpersons are appointed for an un- 
specified period of time with the understanding that they will remain in the 
position as long as their performance is considered satisfactory and will be 


asked to step down when this is nO longer the case. At many institutions 
the length of time of a chairperson’s 


appointment may vary from department 
to department or from time to time i 


n the same department, ranging from 
two to five years with or without renewal possibilities. Many smaller institu- 
tions have a standard period of appointment for all departments, What is 
the optimum length of time that the chairperson should serve? Should it be 
for life? For one term? For two terms? If so, how long should a term be? 
What are the boundary conditions a dean must consider in setting a 
chairpersons term of office? 

In general, department chairpersons, once almost universally called 
department heads, no longer serve in their chairs for fifteen to twenty years. 
To be sure, there are some of these durable figures left here and there 
around the country, mostly in colleges of agriculture or engineering, but by 
and large, the average tenure for a department chairperson is from three to 
six years. The reasons for this are fairly obvious: the startling increase in the 
indicia of bureaucracy—reports of every kind on every subject and audits of 
every kind on every activity imaginable—have made the chairperson’s job 
less and less attractive to academicians, almost all of whom choose an 
academic career to escape the mind-numbing drudgery of bureaucracy that 
is part of middle management in almost any enterprise in America today. 
This, of course, is also why it is increasingly difficult to find good deans. 
But, as long as there are academic departments, there 


will have to be 
department chairpersons; and their terms of office will have to be dealt with. 
Term appointments of department chairpersons may cre 


ate complica 
tions and problems under certain circumstances and yet, under different 
circumstances, may be the saving grace of a department. If, for example, the 
dean has decided to recruit a deparunent chairperson from outside the 


university or college, the recruitment process is immediately cı »mplicated 
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by a term appointment. In addition to wanting assurance of receiving tenure 
as a full professor, as described in the previous section, the recruit aan 
to know the length of the term of appointment; he or she will in al 
likelihood want to negotiate over the length of the term; he or she will 
want to know if the term of appointment is renewable, and if so, renewable 
once, twice, or more than twice. If resources are available, the university 
may find it advisable, for the sake of the department, to offer a term of 
appointment that is renewable at least once with an initial term of some 
where between three to five years and a renewal term of the same length. 
Generally speaking, somewhere between six to ten years is the optimum 
length of the tenure of office for a department chairperson. In most cases, 
it takes at least five years for a chairperson to make a positive impact on 
the life of an academic department; new people must be hired, new 
programs started or old ones improved and changed, and new budgets 
established after the usual wars of attrition are waged against the dean or 
with the dean against the central administration. 

lack of continuity can become a 
types of term appointments. Some se 
of an academic department is 


problem as a consequence of certain 
nse of continuity or stability in the life 
a real necessity. Academic life, even in 
fast-changing disciplines like engineering, requires a degree of intellectual 
serenity, a chance for contemplation, an Opportunity for the development 
and growth of new ideas in both teaching and research. If a policy of term 
appointments for departmental chairpersons permits only short-term, non 
renewable appointments, the natural growth and development of the intel 
lectual life of the department may be disrupted. As stated earlier in the 
chapter, the potential problems and conditions of success here are similar 
to those for departments that follow the election or rotation method in 
selecting chairpersons. Again, as mentioned in these earlier descriptions, 
only in the best departments in the best universities and colleges in the 
nation can a department survive constantly revolving change in department 
chairpersons. The characteristics of these truly great departments are that the 
senior professors are, without exception, distinguished in their fields of 
intellectual endeavor and the staff support for the departmental chairperson 
is richly supported by the university or college with longtime senior staff 
administrators, a plethora of Secretaries and fiscal assistants, and an expen 
sive computer support system. In such cases, short, Nonrenewable term 
appointments of department chairpersons will work, because here the 
departmental chair is reduced to a clerkship with ceremonial overtones, and 
the intellectual leadership of the department rests safely in the hands and 
minds of a peerless senior professoriate. But in all other cases, short, 


Nonrenewable term appointments are dangerous to the health of the depart 
ment. 


The obvious compromise be 
the generation long dinosaur « 
appointment that is renewable 


tween the revolving department chair and 
of a department chairperson is the term 
once or twice for a maximum of about nine 
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or ten years’ duration for a chairperson. The dinosaur chairperson is to be 
avoided if at all possible, and if a dean is newly appointed, one of the first 
and most difficult decanal tasks is to remove this ancient mariner and 
whatever others are in office before they cast a spell over the judgment of 
the dean. Twenty-year chairpersons, unless they are fantastically imaginative 
and vigorous, cannot be good for the growth and development of a 
department. In twenty years, such people generally have been able to build 
a protective cocoon of loyalists whom the chairperson hired, tenured, and 
promoted years ago. Twenty years as the chairperson in all likelihood will 
have given the incumbent plenty of university-wide visibility; such a chair- 
person has seen presidents, vice presidents, and deans come and go and 
has gotten a sense of both immortality and infallibility. Such people are 
bound to be dangerous, oF if not dangerous, they are silent and hidden 
anchors that tug against the movement of the department, the college, and 
even, sometimes, the university. 

But with renewable-term appointments such hazards are removed. The 
best policy is one that gives the dean the ultimate amount of flexibility in 
the matter of appoinuments of department chairpersons. Such a policy might 
designate the term of appointment as three years and allow department 
chairpersons to be eligible for two renewable terms of appointment rather 
than just one. In this way, the dean can take full advantage of the leadership 
of an excellent chairperson and, if necessary, send back to the faculty after 
one term of office a chairperson whose leadership was acceptable but not 
extraordinary. Of course, all terms of appointment must be at the pleasure 
of the dean; if an appointment of a chairperson turns out to be a disaster, 
the appointment should be terminated as quickly as practicable. In such 
cases it is better done immediately with the appointment of an acting 
chairperson and the initiation of the long search for a successor. Searches 
are painful and full of risk, but failure to remove a bad chairperson quickly 
is even more painful and more risky. Renewable term appointments give 
the dean the chance constantly to renew the intellectual life of the depart 
Ment, build strength in the faculty, and make the college a generally more 


Vigorous and exciting place in which to live and work. 


AFFIRMATIVE ACTION CONSIDERATIONS 


While the dean must consider a whole range of options about how to 
the dean exercises the perogative ol 
account the whole matter of affirma 
es and women on the 


choose a chairperson ~if. indeed, 
choosing — those options must take into 
Uve action. The underrepresentation 

faculties and the administrative staffs of Ame ) 
is a reality; it is not a hypothesis that is given form and substance by federal 
regulations. It is a fact of the dean’s life, an aspect of the recruitment and 


appointment of chairpersons and faculty me 


of minoriti 
rican universities and colleges 


mbers that must be dealt with 
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daily, weekly, monthly, and annually. Everyone cries out for progress: the 
federal government, state legislatures, boards of trustees and regents, various 
organizations (both local and national, both on campus and off campus), 
vice presidents of academic affairs, provosts, chancellors, presidents, and the 
faculty themselves. Yet another indestructible reality, another fact that simply 
will not go away, is the astonishingly small pool of minorities to draw from 
when looking for a department chairperson in almost every discipline. This 
small pool is, of course, a reflection of a very small national pool of 
minorities who have the standard credentials necessary for employment as 
faculty members. We are all familiar with the basic configuration of the 
problem: the largest number of individuals in the small national pool is in 
education; that pool gets progressively smaller as one moves from education 
to the social sciences to the humanities, grows slightly larger in fine arts, 
but almost vanishes as one calculates the numbers in the physical and life 
sciences, in law, and in medicine. In the case of women, the problem is 
not as difficult. Unlike the minority pool, the pool of women who can be 
employed on the nation’s university and college faculties has begun to 
increase at an encouraging rate. 

But there is no immediate solution at hand for the dean who is searching 
for a department chairperson and who is mindful of the need to employ 
representatives of various minority groups. The dilemma—pressure to hire 
minorities from a pool so small that there are simply not enough minority 
candidates for most universities and colleges to hire—will not go away in 
this generation. The enlargement of the national pool can only be effected 
by vigorous recruitment into the nation’s graduate and professional schools 
of the best minds among the country’s minorities, an expensive but 
worthwhile enterprise that takes time, more time than most either realize 
or are willing to recognize. Thus the dean must recognize the fact that the 
recruitment of minorities—and to a lesser extent, of women—is extremely 


difficult, yet, while recognizing this difficulty, not abandon either hope Of 
effort. 


What, then, can the dean do? The search committees for departmental 


chairpersons must make every effort to place representatives of minority 


groups and women on both the long and, if possible, short lis 


s of 
candidates who are 


being considered as departmental chairpersons. The 
dean must be active in encouraging search committees to find suitable 
candidates from minority groups and to find women who can be considered. 
It is true that often these efforts are no more than elaborate games. If there 
is a general belief that such games are played, the sensibilities of both the 
search committee and the dean may be blunted to the presence of a truly 
viable candidate who is either a woman or a representative of a particular 
minority group. 


The best way to prevent game playing is to include women and minority 
persons in all search committees. One criterion generally followed in 
establishing a search committee is that all members, including women and 
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io keene ogo should have some familiarity with the discipline 
Eemiliniey eth the at which a chairperson © being sought, or some 
aah ate an administrative environment in which the department is 
E aS = een mentioned, some disciplines have very small pools of 
ako om ge memben trained an that discipline, and it may be 
real ke ho meets the familiarity” criterion. In such cir- 
ener 5 : si 'Dettet to have at least one woman and one minority 
ei n Jas aculty or administration of the institution—or perhaps 
ieee na r aiee not to have them represented on the com- 
Eki > Even ae te specific training in the discipline, their presence 
aaa ae um level of commitment of the search committee to 
for an poner f a 4 member prike pa otected classes who will compete 
atendiie nest E or tie chairpersonship. Such members may also be able to 
napa Suggestions and ideas on where to look for qualified candidates 
ty groups. 
And if the composition of the search committee is elective, and if no 


woma iiority i 
nan or minority member is elected, then the dean must appoint such a 
f the times when the dean must be 


person to the committee. This is one O! 

a iad any take direct and decisive action. And should the search com- 
aia nee a a viable candidate who is either a woman a a representative 
benill 3 group: the dean, in analyzing that candidate s potential, should 
AR e E n ea ignes degree of risk than normal in deciding upon the 
Eos yey appointment made by a dean involves risk; just as there 
No rae H at a a free lunch, there is no such thing as a safe appointment. 
alae Pe t hrow caution to the wind simply because among the viable 
con s for the position of chairperson there exists a woman or a minority 
; P member. But no dean should think that risk is found only in the 
appointment of women or minorities. Any human being is a risk. 


QUESTIONS 


ded to help deans analyze the situation at 
d appointment of 


e following questions are inten 
gard to the selection an 


thei Baa eee : 
oe respective institutions with re; 
epartment chairpersons. 


volved in the search, selection, and 
ersons at your institution? 
consulted formally or informally? Or 


1. To what extent is the dean in 
appointment of department chairp 

2. To what extent are faculty members 
are they not consulted at all? 

3. To what extent do departm: 


rotation systems for department € 
be satisfactory for those departments th 


4. How frequently do departments search o 


ents at your institution have election or 
hairpersons? Do these systems seem to 
at follow them? 

ff campus for chairpersons? 
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At your institution, how long is the period of appointment for a chair 
person? Two years? Three years? Longer? Indefinitely? Are terms renew- 
able? 

What weaknesses exist at your institutions in the system for selecting and 
appointing chairpersons? 

What system or systems, in your opinion, would be best for your 
institution? 


Performance and 


Evaluation of 
Chairpersons Through 
the Dean’s Eyes 


The de: , 5 
he dean always hopes that chairpersons he or she appoints approach the 


perfection described in chapter 1, a perfection that reflects the utopian 
university or college and a perfection embodied in the infallible dean 
described in that chapter. But just as there are no utopian universities Or 
colleges and no infallible deans, $O there are NO perfect chairpersons. 
Innocence left the world when Adam left Paradise, and deans, like the rest 
of us, must deal with lapsarian reality. Hence, the dean needs to watch 
chairpersons constantly for behavior patterns that are going to cause trouble. 
During the recruitment period, a dean should watch for warning flags that 
will help screen candidates. Also, these warning signals must be heeded if 
they surface among any of the chairpersons the dean has inherited. 


PROBLEM AREAS IN PERFORMANCE 


roblem areas in the performance of chairper 
lack of courage, lack of 


Generally stated, the major p 
as follows: 


sons as we have observed them are 
flexibility, irresponsibility, lack of planning ability, game playing to squeeze 
the dean, and plain ignorance of effective management techniques. Some 
of these problem areas are relatively easy to remedy; others are rooted, 
unfortunately, in human nature itself. 
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Lack of Courage: Fear of Taking a Stand 


Perhaps the most common fault found in any academic administrator, be 
that person president, vice president, dean, or department chairperson, is 
the fear of taking a stand, or more simply, lack of courage. This flaw appears 
to be more prevalent in managers of academia than in managers of industry 
and business. Perhaps it is due to the fact that academic employees of 
universities are more intimidating to their administrators then employees of 
business or industry. Most faculty members invariably believe that they know 
as much about running the business of the institution as those appointed 
to do so. Any stand taken by an academic administrator, therefore, has 
potential for becoming controversial and subject to criticism by faculty 
members. Academic administrators try to avoid as much controversy as 
possible and are, therefore, sometimes reluctant to take a stand. Although 
understandable, and occasionally necessary for survival, reluctance to take a 
position on an issue is often detrimental to the progress and development 
of academic programs and departments. 

This type of behavior occurs more often in universities than in business 
and industry perhaps because, as noted in chapter 1, the management 
structure of a university or college is inverted from the management 
structure of American business or industrial organizations. At Boeing Aircraft 
Company, for example, it is assumed that the higher one goes in the 
Management structure, the greater the chances are that one will encounter 
deep knowledge, wide experience, great wisdom, and impressive intellec- 
tual ability. It is a given fact that the president of Boeing knows more about 
building and selling aircraft than the assembly-line worker. In an academic 
organization, however, the newest assistant professor has a Ph.D. just like 
the dean’s or the provost’s or, in many cases, like the president's. There is 
as much formal knowledge at the bottom of the organization as there is at 
the top. As already suggested, it is habitual for assistant professors to believe 
that they know as much about running a university or college as a president. 
And it is an article of faith for professors to believe that they know as much 
about academic management as a president, a dean, or a department 
chairperson. Generally speaking, this set of beliefs is most fervently held by 
faculty in the humanities and the social sciences; as the academic discipline 
becomes more technical and professional, the degree of fervency of those 
beliefs tends to decrease. But no faculty member is entirely exempt from 
those beliefs, particularly as they apply to parking, student affairs, and 
manipulation of the alumni. No wonder, then, that the department chairpe™ 
son, no matter how filled with certitude and self-confidence, approaches the 
job of leadership with some degree of hesitancy. 


Reluctance to evaluate faculty members. The evaluation of the faculty 
performance in the department is, at best, a difficult undertaking, and the 
chairperson who lacks nerve is often tempted, particularly when addressing 
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the senior members of the department, to make the evaluation as per- 
functory as possible. Yet criteria are at hand for the chairperson to make the 
evaluation a meaningful and constructive one. Areas that can be evaluated 
are teaching performance as judged by the faculty member's peers and 
students; the number and, more important, the quality of publications or 
creative works; when appropriate, the number, quality, and dollar value of 
the faculty member's research contracts and grants; and, finally, the quantity 
and quality of the faculty member's service activities. Any dean interested in 
the performance of his or her department chairpersons must become 
immediately alarmed if evaluations of the faculty in a given chairperson’s 
department are generalized, vague, and filled with benign personal 
references and/or anecdotes. The chairperson’s failure to use available 
criteria to evaluate performance of faculty members in the department is, 
generally, an unmistakable clue that the chairperson has a failure of nerve. 
The dean has a particularly difficult problem with the chairperson who 
passes along a bad decision that has been made on tenure or promotion 
though fully aware that the decision was bad. This can happen in two ways: 
the departmental tenure and promotion committee can deny tenure or 
promotion to a person who obviously has earned and deserves one or the 
other, or the committee can recommend tenure OF promotion to an un- 
deserving candidate. The chairperson, afraid to challenge the obviously bad 
decision of the committee (or the voting members of the faculty), simply 
passes the decision on to the dean in order to avoid taking a stand. The 
dean cannot allow this kind of behavior to persist, for it in effect makes the 
dean the chairperson. Such behavior must be modified or if it persists, a 


new chairperson must be appointed. 


Failure to establish budget priorities. Another warning signal that indicates 
a fear of taking a stand can be found in the departmental budget. If the 
resources given to the chairperson by the dean are spread equitably over 
all specialty areas or activities, then there are no departmental priorities. And 
if there are no priorities, there is almost always a failure of nerve. Here the 
dean must rigorously examine t budget and find out why 


he department's 
nonpriority or low priority activities received the same resources as those 
with high priority. In such a cas 


e, something is clearly awry, and generally 
the answer lies in a department chairperson who cannot or will not take a 
Stand. 


Failure to assign faculty workloads according tO interests and com- 
petencies. The same cautionary review must be undertaken by the dean if 
it appears that the departmental workload has been assigned equitably 
across all members of the department—oF perhaps “mindlessly” is a better 
descriptive word. To be sure, all persons in the department should work 
equally hard, but the nature and quality of the task assigned to each person 
should be appropriate to that person’s experience, specialty, strengths, and 
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weaknesses. At most universities, junior professors teach more freshman and 
sophomore courses than senior professors. Senior professors are not exempt 
from teaching lower-division students, but their load of freshman and 
sophomore courses is usually not equal to that of the junior faculty. 
Occasionally, a junior faculty member should be given a light teaching load 
in order that he or she can finish or start a research or special project, but 
not all junior faculty members should be given such assignments simply 
because one of their number was given such relief. Some professors are 
better at teaching graduates than undergraduates; some are better at teaching 
large classes than small classes; some are better at research than others; 
some are better at committee work than others. Although equity is impor- 
tant, what counts more than equity, or at least as much, in the assignments 
of workloads is what is appropriate to the person receiving the work 
assignment. This calls for individual judgment by the department chairper 
son, which individual judgment is a function of courage and conviction. 


Tendency to blame higher authorities for one’s own unpopular decisions. 
Finally, the dean must beware of repeated instances of poor communication 
between the faculty members of a particular department and the dean's 
office. This is almost always a sign that the chairperson has decided to blame 
higher authority for unpleasant, uncomfortable, or unpopular decisions that 
the chairperson has made. Fear of taking a stand is a malady most easily 
remedied by taking a stand but blaming that action on someone else. The 
familiar expression “The devil made me do it” conveys an attitude common 
to those with a lack of nerve. The problem, of course, is that usually in such 
Situations it is the dean who becomes the devil. The more straightforward 
course for the chairperson who does not like or agree with a particular 
measure that the dean believes must be taken is one of two options: argue 
vigorously with the dean in an attempt to change the dean's mind, and, if 
unsuccessful, carry the dean's measure to the department and defend it as 
well as possible; or simply resign as chairperson. In either case, honesty 
demands that the dean's decision be given a fair hearing before the 
departmental faculty. Simply passing on a decanal decision with no explana 
tion or commentary except as to its stupidity, tyrannical nature, or ignorance 
is very bad form. No dean can long tolerate such behavior. Of course, the 
dean in turn has to be flexible when confronted with an argument or a set 
of logic that is clearly unassailable, but that is a subject for an entirely 
Separate treatment. 


Lack of Flexibility 


Because of the unfamiliarity of new departmental chairpersons with 
departmental rules and procedures, one of the Most common flaws found 
among them is a lack of flexibility, but this flaw is NOt restricted to neophyte 
chairpersons. Some chairpersons long in service have perfected inflexibility 
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to a very high form of art. Their rigidity in interpreting rules and regulations, 
for example, is usually generated by ignorance of the rules and regulations 
that govern a university or college and a consequent fear of challenging, 
bending, or creatively interpreting them in the name of common sense and 
logic. Clerks usually follow regulations strictly and literally without excep- 
tion, but chairpersons are not clerks. Thus, when certain regulations create 
problems or provide obstacles in the way of resolution, the department 
chairperson is expected to be sufficiently flexible to make or recommend 
exceptions. Some chairpersons will arbitrarily quote a nonexisting institu- 
tional regulation in order to prevent a faculty person from doing something 
that might result in a change from the routine activities of the department. 
The dean's first warning of this sort of behavior usually comes in the form 
of a puzzled complaint from a faculty member in the new chairperson’s 
department: “I always used to double up my graduate seminar classes and 
teach one night for ‘three hours instead of two afternoons for an hour and 
a half, What's this rule about not changing class schedules after the term 
begins?” Or: “Why can’t I teach an overload in the fall term so that I can 
have more time ‘for my special research project in the spring term?” 
Sometimes the complaint will come from students who are prevented from 
substituting a course required for the departmental major or from a staff 
member who had been denied permission to extend a holiday in return for 
overtime work in the laboratory or in the accounting office. Department 
chairs are often concerned about how much power they have, and whether 
they are authorized to make exceptions to rules or to make certain decisions 
for which there are no rules for guidance. Unless there are specific written 
rules strictly forbidding a certain action, the chairperson should feel ee to 
use his or her best judgment in making or recommending a derision 
regarding a requested action oF exception and to challenge the yaten a 
if it appears to be too oppressive. Any decision made by the chairperson 
must, of course, take into account the current or potential availability of 
resources for implementation. Imagination and creativity are: uesibie a 
tributes in a chairperson, but creative solution to problems Tar require 
additional funding require a prudent as well as an imaginative REN 

The dean must not permit rigid and inflexible behavior ay tae part A 
the chairperson to go unchallenged. Any delay in counseling ark incl 
who habitually exhibit rigid behavior simply makes such DEDO 
difficult to modify. and can, if left unattended, finally put the dean in the 


awkward position of urging the practice of rule-bending. 


Professional bias rigidity. Rigidity in a department ia Se 
generated by a professional bias against parts of one’s pon i: ns : ia 
are those professors of English who regard the term American iera t ee 
an oxymoron and constantly find ways to denigrate graduate courses 1N a 
subdiscipline. The warfare between whole organism cS Oe e 
colleagues in cellular and molecular biology is well known and has resulted 
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not infrequently in the formation of new departments simply to avoid the 
sometimes bitter conflict that erupts when the equipment budget is dis- 
cussed in a faculty meeting of a biology department. Tensions exist in 
engineering colleges between electrical engineers and civil engineers, be- 
tween pathologists and gynecologists in medical colleges, between 
economists and marketing professors in business colleges; indeed, few 
colleges are without some form of rivalry among the faculty in various 
disciplines and subdisciplines in their departments. The dean needs to learn 
about these rivalries and be alert to the rigidity they can engender in some 
department chairpersons. The key to thwarting overt rigidity on the part of 
the department chairperson who is driven by professional bias is to make 
sure that the program priorities within the department are funded ap- 
propriately. If, to use an earlier example, the departmental library budget 
for American literature in the English department reveals a history of 
continued deprivation and/or if resources allocated for staff support to the 
division of American literature are curiously depleted over a reasonable 
period of time, and if American literature has been deemed to be the 
showcase division of the English Department, things are badly out of 
alignment. The first place to look for an explanation is the department 
chairperson, and the first prejudices to examine are the chairperson’s own. 
Zealous protection of small pieces of departmental turf, insularity of mind, 
and intellectual tunnel vision are the very cradles of intransigence. 


Personal bias rigidity. A dark side exists in human nature that most deans 
at some point in their decanal careers must confront: the department 
chairperson whose biases and rigidities are not born of lack of nerve OF 
ignorance of rules or fear of failure or professional dislikes, but instead are 
stimulated by plain and simple dislike of certain people in the department. 
All of us have encountered persons we did not like; most of us have 
managed to temper that dislike with tolerance or avoidance of the object of 
our dislike. But a chairperson, like a dean, must have some of the qualities 
of a saint in order to treat fairly and rationally those persons in a department 
for whom he or she has a fundamental dislike. If the chairperson cannot 
temper an active dislike into a passive and controllable emotion, the dean 
will soon learn about this most unfortunate set of circumstances. A chair- 
person who acts against one of the departmental faculty members because 
of personal bias presents the dean with one of the most difficult personnel 
problems that a dean will ever face. Sometimes the person disliked by the 
chairperson has earned that dislike through irresponsible or ethically ques 
tionable actions. In such cases the dean's focus must be on the person who 
has misbehaved. But sometimes the individuals disliked by the chairperson 
are simply socially inept, naive persons who always seem to make inap- 
propriate, irrelevant, or even bizarre comments when involved in conversa 
tions outside of their academic disciplines, even though in matters of their 
discipline they are usually brilliant, egotistical, and highly productive. 
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Academia is a haven for brilliant and aberrant people; generally these people 
contribute substantially to the vitality and intellectual worth of the institution 
where they teach and work. These people often need protection from 
themselves and sometimes from their chairperson—and occasionally from 
their dean or even their president. If the chairperson can be made to 
recognize that aberrant behavior, no matter how gratingly egotistical, is often 
a hallmark of brilliance, and if that behavior in the long run benefits the 
department's students and/or its research program, then the dean has earned 
his or her salary for the month or possibly the year, There is, of course, no 
excuse or defense for harmful irresponsibility or questionable ethical 
behavior or simpleminded actions; not even intellectual brilliance can 
compensate for these flaws. But if a faculty member is a good teacher and 
a tireless discoverer of knowledge, then much in the way of nonstandard 
behavior needs to be tolerated by the chairperson. Tolerance, not dislike, 
is desirable; the suppression of dislike, however, is necessary. And here, 
perhaps more than in any other decanal duty, the dean comes closest to 


being a judge of human behavior. 


Irresponsibility 

One of the most nettlesome aspects of the dean's professional life is the 
irresponsible department chairperson. The definition of irresponsibility 
covers a wide range of factors, from forgetfulness and inattention to detail 
to deliberate avoidance of rules, regulations, and laws that govern the life 
of the institution. We begin with the minor sins, inability to meet deadlines 
of all sorts, reports, data requests, and other bureaucratic indicia. Generally 
speaking, everyone misses a deadline now and then. Sometimes there are 
solid reasons for failure to observe a deadline. Sometimes, however, this 
failure is the result of forgetfulness or even deliberate stalling tactics in order 
to avoid the revelation of unpleasant news: If this particular shortcoming, 
persists, the dean needs to gain an understanding of the basic reasons for 
its persistence. Oftentimes, the missing of deadlines is simply the reuk of 
an inability to focus on details. The irony here is that aaron are 
trained in their graduate school experiences to pay attention to detai 7 a 
scholarly reputations have ever been built around inattention to gemi i : = 
when an academic becomes a manager, one of the most common fau ts of 
that person's managerial behavior is inattention tO detail. The wg? jen pa 
seeming contradiction is pretty clear: the scholar can seldom, i a X 
brought to believe that the quarterly fiscal report on equipment a me 
or the request for an updated list of prospective graduate ati ents : 
important as the complicated calculations of a laboratory apran hs 
analytical chemistry or the conflicting evidence presented by two con e 2 
porary sources regarding the historical significance of the importation 

tanned hides in seventeenth century England. This particular failing on the 
part of the chairperson can generally be remedied by persistent counseling 
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by the dean, although sometimes the forwarding of a sharp memorandum 
from the central administration, whether solicited or unsolicited by the dean, 
can be very helpful. 


Lack of Planning Ability 


A more basic flaw in department chairpersons that the dean occasionally 
confronts is an utter lack of planning by the department chairperson. 
Generally this deficiency is the result of unfamiliarity with the concept of 
planning itself. Some department chairpersons operate on the belief that 
their planning is done for them by the dean and the rest of the university. 
Such people understand, of course, the function of planning as it relates to 
the basic events of their departmental lives: the opening and closing of each 
term, the dates for commencement, the deadlines for submission of student 
grades, even the necessity to draw up a budget request for the next year. 
But the concept of planning for contingencies seems beyond their ability to 
acknowledge. Such chairpersons refuse to acknowledge the necessity for a 
further plan in the event that the enrollment projections dramatically either 
increase or decrease; or the equipment budget is suddenly cut or improved 
substantially; or the salary budget is cut or improved; or student demand 
for courses and programs within the department is quickly and significantly 
altered; or the leading star professor in the 
away by another university or by 
this stripe cannot be made to be 
five years into the future 
failing requires patience, 
department chairperson m 
must conduct priv; 


department is abruptly hired 

industry or government. Chairpersons of 
lieve that there is any utility in projecting 
what the department will be doing. This particular 
time, and energy on the part of the dean. The 
ust essentially go to school to the dean; the dean 
ate seminars for the chairperson and, then, to reinforce 
those lessons, meet with the faculty of the department along with the 
chairperson and conduct more seminars and engage in constructing 
scenarios for the future. If all else fails, the dean must prevail upon the 
chairperson to appoint a planning committee for the department and require 
from the department annual updates of the department's plan for the future. 
Eventually, a persistent dean will prevail in this regard. 


Delayed spending, a consequence of failure 
sequence of the lack of planning ability 
department chairperson is the phe 
times a chairperson, either through 
budget—miserliness or, put more hi 


to plan. An unfortunate con 
x planning consciousness by a 
nomenon of delayed spending. Some 
unwillingness to spend out his or her 
enignly, squirreling—or an inability to 
understand that planned spending is better than unplanned spending, will 
delay the allocation of large parts of the departmental budget until various 
deadlines established by the college confront him or her and the money is 
SPENE in OME great spate of activity. Money spent swiftly is usually, money. 
Spent thoughilessiy. and no dean can afford for long a depammens chapet 
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son with habits like these. However, this habit is easily overcome with the 
aid of computer printouts and ceaseless reminders attached to such printouts 
by a persistent dean. If these measures fail to produce results within two 
years, the department needs a new chairperson. 


Squeeze-Play 


Just about everyone in academic life likes to play games. Professors engage 
in “what if” games in their classrooms and in their research; case studies, 
a form of “what if” scenarios, form a major part of the curriculum in some 
departments and some schools. But some department chairpersons oc- 
casionally play a serious game that has as its target the college dean. The 
game is called the squeeze-play, and in its most dangerous form can 
jeopardize students’ programs and alter the dean's financial plans for the 
academic term or the academic year. 


Squeezing the dean for more money. In one form, the squeeze-play is 
presented to the dean as follows: just before the opening of the academic 
term—the timing is exquisitely handled by practiced squeeze-play artists—the 
dean is notified by the chairperson that the department has run out of 


money for graduate students and/or adjunct faculty. Scores, even hundreds, 
they need to continue 


of students will be unable to enroll in the courses 
their planned programs. Immediately the pressure is put on the dean, who 
has visions of sensational headlines in the student newspaper (“Math 
Department Turns Away 600 Students” ), quizzical or acerbic memos from 
the central administration, and distant rumblings from trustees or state 
legislators. The true squeeze-play is not the result of a department chairper- 
son's inability to plan: indeed, it is just the reverse. It is a deliberate attempt 
to squeeze more money from the dean in order to build a bigger base for 


the departmental budget. It is accomplished by passing off inaccurate 


enrollment projections on any unwary dean, or at the last minute changing 


faculty teaching assignments to other duties so that classes do not have 
instructors. Sometimes the same effect can be achieved by the last-minute 
addition of new sections to high-demand courses without sufficient faculty 
to teach the new sections and still provide instruction for the department's 
regular program. The dean has three choices: give in to this particular form 
of extortion for at least one semester in order to avoid unpleasant publicity 

and criticism; tough it out and simply tell the department chairperson —and 
the world—that there is no money lefi in the college to handle this un 

Precedented demand”; or, as a last resort, ask the central administration for 
temporary relief. If the squeeze play is the first in the dean's experience, it 
is probably safe to ask for emergency aid from the central administration, 
but the dean who asks for this help should understand that a very large 
blue chip has just been cashed in. with the result that it will be very difficult 
tO seek help again from the central administration when and if a true, rather 
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than a manufactured, fiscal crisis arises. Moreover, the dean who decides to 
give in to the extortion should remember the multiplier effect: if one 
squeeze-play can work, why not two or more next term? If the dean decides, 
on the other hand, to tough it out, he or she must make sure, if such a 
thing is possible, that the students are not penalized by the decision. In any 
event, no dean should be burned twice by the same hot stove, and the 
chairperson who has attempted the squeeze-play should not be allowed to 
succeed again. Preventative measures that the dean can employ include 
improving enrollment projection techniques, seeking moratoriums on last- 
minute course additions, and utilizing clear, unambiguous procedures in the 
allocation of departmental budgets. A college policy, or even a policy for 
one or more particular departments, that gives overriding priority to teaching 
all courses before any other activity, including research and service, is 
considered will discourage even the boldest squeeze-play artist. 


Squeezing the dean for an additional faculty position. There are other 
forms of the squeeze-play, however, that are more subtle, variations that can 
pose very difficult dilemmas for the dean. Consider the following scenario: 
the Department of Chemistry has been given a new faculty line, and the 
dean and the department chairperson have agreed that the line will be 
reserved for an analytical chemist. The search for the great mind or the 
young phenomenon ensues, and just before its conclusion, the department 
chairperson reports to the dean that during the course of identifying an 
excellent analytical chemist, who has been offered and has accepted the job, 
a truly outstanding organic chemist applied, not fully understanding that the 
position was reserved for an analytical chemist. The department is very 
excited about the prospects of securing the organic chemist, and the 
chairperson, driven by the enthusiasm of the department's faculty, has gone 
So far as to make a tentative offer of employment. Nothing binding, mind 
you; the chairperson knows better than to do that, but, then again, the 
department's credibility is really on the line. The department could not 
refuse to interview the organic chemist when she expressed an interest in 
joining the department; to refuse an interview request would have been 
extremely bad form. So the dean is put in a vise. It does not take too much 
imagination to see how this game can be played over and over again with 
endless variations: in the history department, the new position is reserved 
for an American historian, but in searching for the right person, the depart- 
ment chairperson finds a bright young black woman with a Ph.D. from 
Stanford in French history. Of course, the American historian has been 
offered the job, but this person from Stanford would come (“She says she'd 
rather come here than anywhere else”) if the department only had another 
line. Or, the Department of Electrical Engineering has an opening for an 
assistant professor, and the search process discovers an associate professor 
of great promise who has expressed great interest in the department. of 
course, it will take another $15,000 to make the salary attractive to the rising 


Performance and Evaluation of Chairpersons through the Dean's Eyes 65 


young star, but, the department chairperson argues, $15,000 is a great 
investment if the young star will join the department. Or, the chairperson 
of music has been given $30,000 to find an associate professor to fill a vacant 
position for which the old salary was $25,000; that is why the line is vacant. 
The department chairperson has found a superb replacement, but it will 
take $35,000 to bring in this paragon. Actually, the chairperson tells the dean, 
there is no one out there who could be brought in for $30,000, at least no 
one of whom the dean would be proud—so says the department chair- 
person. 

As in the case of the enrollment-driven squeeze-play, the dean has three 
choices: (a) find the money in the college budget and hire the unscheduled 
addition, be he bright organic chemist, or be she attractive affirmative action 
hire in history, or budding genius in electrical engineering, or promising 
artist in music; (b) hang tough and say no—although saying no to the 
affirmative action opportunity approaches lunacy; (c) go to the central 
administration for help. In all likelihood, the dean should go to the central 
administration for help on the affirmative action hire; indeed, the dean 
simply plays his or her version of the squeeze-play on the central administra- 
tion, and the odds are that the central administration will be a willing player 
in this particular game. In the other examples just described, going to the 
central administration may produce positive results, but a lot will depend 
upon the program priorities of the institution. If the institution $ highest 
priorities are on the sciences and engineering, and departments in those 
disciplines are involved, the chances are that the dean will get help, that 
the help will not be of a grudging kind, and that the central administration 
will be glad to help. Hanging tough is probably not the correct response, 
because although these are squeeze-plays, they are alka 7ogparuniiss: i 
improve the programs in the departments for which the dean has respon- 
sibility. Of course, if the dean has the resources in the college budget to 
take advantage of these opportunities, he or she should do so. In such cas 
the dean looks good; everyone benefits, and the stories all have happy 
endings. But squeeze-plays like these cannot become standard operating 
procedure. Remember, the dean’s first and most important lesson is: there 


IS never enough money. 


i ee ill c th 
Accreditation squeeze play. Sometimes a chairperson will come Ea 
dean’s office with the bad news that a team from an accrediting agency nas 


just completed its visit tọ the campus and one or two members : tie a 
are alleged to have hinted that unless the university provides the i epa = 
With additional equipment, or an additional faculty line, a n a si 
Program is in danger of losing its accreditation or at least aing pu on 
Probation. The department chairperson pleads that additions being 
should be provided as soon as possible because loss of anctecitalign tor 
this program could be disastrous to the university, the college. the depart 
Ment, the current faculty, the students, and the alumni. The department 
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chair, hoping to frighten the dean into providing more resources, May be 
using a passing negative comment of one of the accreditation team mem- 
bers. In some cases, one or two disgruntled faculty members may try to 
influence their colleagues on the visitation team to criticize the institution 
for failing to provide the department with the resources needed to meet 
what they perceive to be minimum accreditation standards, and occasionally 
such criticisms appear in accreditation reports prepared by members of the 
visitation team for transmission to the accrediting agency. These reports are 
often shared with the department chairperson prior to being sent to the 
agency, which, of course, gives the chairperson ammunition for squeezing 
the dean to get additional resources. Academic vice presidents hear these 
kinds of requests quite often. Deans hear them less frequently and are more 
likely to be traumatized by them. The first thing a dean should do before 
taking any action is to check personally with the officials of the accrediting 
agency or commission to assess the validity of the allegation that accredita 
tion is in danger. The entire membership of the accreditation commission 
meets annually to review and act on reports from visitation teams. Criticisms 
by visitation teams that appear overly harsh and unjustified or that are 
improper and deal with elements outside the jurisdiction of the accrediting 
agency are often softened, modified, or eliminated from the official com 
mission reports transmitted to the presidents of the institutions concerned. 
If such is the case, the dean need not act on the request of the department 
chair. If, however, it turns out that the program truly is in danger of losing 
its accreditation, the dean must discuss the matter with the academic vice 
president and decide what steps the institution is willing to take. If the 
program is important to the university, additional resources might be 
provided. If it is not important, the program might be allowed to continue 
indefinitely without accreditation for as long as there is student enrollment. 
The main point is that the dean should not respond hurriedly to any 
informal reports about the accreditation review, but should wait until the 
final and official recommendations arrive from the accrediting agency. 


Ignorance of Effective Management Techniques 


New department chairpersons often come to their first jobs in academic 
management without any knowledge whatsoever of simple effective manage 
ment techniques. New chairpersons have generally established themselves 
as good teachers and good scholars. These ingredients of their academic 
success will, of course, help them to become good chairpersons. Good 
teaching generally presages good interpersonal skills, and good interpet 
sonal skills and good scholarship generally presage strong analytical pc ywers 
and emphasize, at least theoretically, an ability to give attention to detail. 
But the dean cannot take for granted that his or her new chairpersons will 
know the basic parts of effective management techniques. Those basic 
techniques are: ability to delegate authority and tasks, ability to be discreet, 
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ability to follow through and make sure that a project, once started, is 
brought to a satisfactory conclusion, and ability to involve the faculty 
members of the department in decision-making. 


Ability to delegate. The ability to delegate is essentially the ability to share 
power, authority, and knowledge. In a collegial ambiance such as an 
academic department, it is critical that the chairperson delegate authority 
and work assignments. If the chairperson keeps all authority to himself or 
herself and tries to do all of the administrative work of the department, 
representatives of faculty will soon be found in that dean’s office firing 
questions about the department's budget, hiring plans, enrollment plans, 


and all other vital departmental interests. Sometimes the dean will pick up 
an early warning at a social event when a faculty member drops a casual 
question about his or her department's enrollment projection or about the 
fate of a proposed new departmental program. Of course some people never 
get the word, as they say, but a casual encounter of this kind should be 


enough to warn the dean that the new department chairperson may need 
a seminar in how to be a manager of people. 


Ability to be discreet. Department chairpersons must learn the value of 
discretion. A department, no matter how large, is much like a family. It has 


its internal quarrels and jealousies, its failures and successes, but all in the 


department—or almost all—are bound by one common goal: to improve the 
udents, conducting better research, 


department by teaching better to better st 
and performing better service. And like all families, there are family secrets, 
most of which revolve around fundamental issues of tenure, promotion, 
personal problems, and personal successes. The department chairperson 
needs to share these secrets with the dean, but, generally, with no one else. 
If, through the indiscretion of the chairperson, everyone's personal life is 
fe in the department can become oppressive. Chairpersons 
also need to remember that they represent the policies of the dean and the 
college to which their departments belong. A chairperson who is constantly 
quoted in the student newspaper Or local press about policy issues can 
quickly become a liability to the dean, the college, and even the institution. 
The dean needs to make sure that his or her chairpersons understand the 
sometimes delicate balance between first amendment rights and public 
relations disasters. Once more, we see the dean as counselor, guide, and 


mentor. 


an open book, li 


chairpersons have the ability to delegate 
knowledge but cannot follow a project 
t able to delegate work if 
erson forgets about 


Ability to follow through. Some 
authority and to share power and 
through to a conclusion. It does no good to be 


once the task is delegated to someone else, the chairpersc 
it until too late. Usually, the inability to follow through is rooted in the 


inability of the chairperson to organize his or her work and to establish 
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priorities and deadlines for those priorities. An early warning signal lon = 
dean that can reflect this particular deficiency in a onan z 
chairperson’s inability to return telephone calls, either to the cea or se 
departmental faculty members. While the advent of electronic m y 
render this early warning signal obsolete, technology cannot, in ie f 
analysis, overcome the human condition. The best remedy the gean a 
offer the chairperson who cannot follow through is to take the ae a “3 
work in hand and organize it—at least for a short, experimental ppecion S 
the experiment fails, the dean needs either to begin a search i $ ma 
chairperson, or to develop an inordinate amount of patience and to an in 
or to act as a surrogate chairperson. This last option is clearly not recor 
mended. 


Ability to involve faculty members in decision-making. Whatever wi 
faults the chairperson may have, he or she simply must not fail to De 
the faculty members of the department in decision-making. The working i 
of a professor is a very personal thing, perhaps more personally Onientes 
than in most other occupations. Except for the large, multisectioned intro 
ductory courses, the professor's courses are almost personal property; the 
books, the experiments, the assignments are all chosen by him or her; = 
design of the course and the manner in which it is taught are decided A 
the professor. The professor is, in short, monarch. The same status genera 
holds true in the faculty member's research work, although some teanrwor 
frequently occurs in the sciences, and to a lesser extent in the me 
Nonetheless, the individual faculty member has a very aoc 
of control over how to go about the performance of his or her professiona 
work. Thus, when department chairpersons make decisions about piagam 
courses, research enterprises, and various service missions of the depart- 
ment, it is critical that the faculty be heavily 
The dean must be sensitive to this 
and not put the 


involved in those decisions: 
important aspect of departmental 
chairperson in a position wherein consultation with oF 
faculty is either useless or meaningless. The dean is not only the epe a 
the college faculty, but also an agent of that faculty, and dopri 
chairpersons must be given full and unfiltered opportunity to inform om 
dean of the faculty’s needs and aspirations. Thus, just as the dean a 
encourage chairpersons to consult with him or her, so must the chairperso 


actively seek the advice of the department's faculty members. 


HOW TO EVALUATE DEPARTMENT CHAIRPERSONS 


Now that we have surveyed the 
chairpersons and suggested variou: 
shortcomings, we 


i — apartment 
possible shortcomings of Usrani z 
i i i NOS 
s remedial actions to deal with z F 
i aye a > CNA 
Must consider next how the dean should evaluate ¢ 
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persons. In most state universities and colleges annual evaluations of 
administrators by their superiors are mandated; many private universities 
and colleges have also instituted annual evaluation requirements. If an 
institution does not require annual evaluations of its administrators, it 


should: and our advice to the dean is that even if that requirement does 
dean should institute annual evalua- 


not exist at his or her institution, the 
in the college. Second only to the 


tions of all department chairpersons 
annual tenure, promotion, and salary decisions, nothing in the various 
personnel activities of the college is more important for the dean than these 
annual evaluations of the department chairpersons. They must be taken with 
complete seriousness and given careful preparation and analysis. Ideally, an 
annual evaluation of a department chairperson is a two-step process; first 
the dean confers privately with the chairperson being evaluated, a con- 
ference that typically lasts at least an hour; and, second, the main issues 
discussed in the conference are summarized by the dean in a letter to the 
chairperson, a letter that should be sent within a week of the conference. 
Anything less than this recommended procedure can quickly become per- 
functory and routinized into ritual activity that serves no good purpose for 
either of the participants. The conference itself is, naturally, susceptible to 
awkwardness, but if both parties view it as a chance to improve whatever 
needs improvement, the conference can be interesting, even exciting. If the 
focus of the evaluation conference is on improvement of the department, 
its programs, its faculty and staff, as well as on the relationships between 
the dean and the chairperson and the rest of the department, the conference 
has a very good chance to be successful. However, if the conference's main 
focus is to determine the degree to which the chairperson’s salary will be 
increased for the following year, the chances are not good for an improved 
department or an improved chairperson Or an improved dean. 

There are any number of ways to structure the evaluation conference so 
that good communication and clear understanding between the dean and 
the chairperson are achieved. The following outline suggests one way In 
which all of the major aspects of the work of the chairperson and the life 
of the department can be discussed and analyzed. Basically, the chairperson 
is responsible for four aspects of the department's activities: personnel 
Management, program management, fiscal management, and dereng o 
and long-range planning. The dean should have at hand all necessary a 
to be able to formulate judgments about the chairperson $ management Q 
the personnel in the department. There should be available to the dean a 
detailed record of all departmental actions regarding tenure, promotion, and 
salary decisions. The dean needs to determine if the tenure recommenda: 
tions of the department have been sound. Has the department sent strong 
recommendations for tenure to the college office or to the college tenure 
and promotion committee, if there is one? If there is not, a tenure and 
Promotion committee needs to be established to provide the dean with 
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advice and counsel. To be sure, no department chairpers« ən has control ain 
the secret votes of the faculty on tenure matters; but if the — a 
awry, the chairperson has the duty to override the faculty vote, i Bae 
possible under the governance system of that particular — ha 
chairperson’s override is not possible, then the chairperson’s du 7. Fa 
submit a detailed analysis of why, in the chairperson’s judgment, the v sd 
is not sound. Regarding departmental recommendations for ping oer 
dean must ask the same questions as those regarding tenure. And oe i 
the chairperson has salary allocation responsibilities, the chairperson s 5 z 
allocation policy must be reviewed and analyzed. Has the rege 
rewarded good work? Do the salary allocations reflect any evidence : 

cronyism? Have the women in the department been treated fairly? Obvious ”» 
this analysis can afford the dean a very good insight into the problems, uie 
failures, and the successes of the departmental faculty members—and, © 
course, the way the chairperson deals with these matters. f 

Also readily available to the dean are the data on the general health o! 
the department's instruction and research programs. If enrollment in one o 
more of department's courses has been increased, the dean needs to know 
why. Not all the reasons for increased enrollment in particular courses ar 
majors are necessarily good. Conversely, decreasing enrollments need to ea 
analyzed by the dean and the chairperson. The annual production O 
baccalaureate, masters (if any), and doctoral (if any) degrees must be 
reviewed and understood. The dean should review the publications of the 
department in terms of both quantity ia 
naturally, on the latter. While no dean is a polymath who can judge quality 
in all the separate disciplines and subdisciplines in his or her college, age 
dean can request basic analyses from the chairperson about the quality a 
the research done in those disciplines and subdisciplines. And most deans 
can understand those analyses. If a department has a significant service 
mission, then, again, data on that mission should be readily available. Who 
Was served? How many were served? 
have been the reactions of those 
is afforded another Opportunity t 
it is managed. 

While it will seem obvious that the fis: 
be the easiest to analyze and underst 
that in the academic enterprise, 
act of education is resistant to ci 
failure might well be 
especially careful about 


; ; asis ite 
and quality with emphasis, qui 


ams? What 

By what means and programs? a n 
> se a ara 

served? Through all these analyses the de a 
7 > Wi 

© learn about the department and the way 


cal data available to the dean might 
and, it is always important to remember 
figures can and do mislead. if not lie. ben 
st analysis. In research particularly. today : 
tomorrow's triumph. Hence the dean should pe 

arriving at judgments when it comes time to = 
down with the department chairperson and review the way last year’s budget 
was both allocated and then actually spent. Nonetheless, with these caveats 
in mind, the dean must determine whether the department was prudent Or 
reckless; whether the Money was spent on high or low department 
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priorities; whether, in the last analysis, the money produced what it was 
designed to help produce. By attentive listening so the chairperson as the 
department's expenditure patterns are explained, the dean can get yet 
another kind of education about both the department and its chairperson. 


Most chairpersons are not ultimately held responsible for either the 
department nor raising money from 


long-range planning activity of the 
private, if not state and federal, sources. These are some of the primary 
lean alone cannot plan the depart- 


responsibilities of the dean. But the d 
ment’s future, nor without help raise Money from private sources for the 
department. Both activities Must be jointly undertaken, and to be successful, 
constant and clear communications Must occur between the dean and the 
chairperson. Thus, when the dean examines the chairperson’s record in 
planning and in development, the cooperative nature of the two endeavors 
must be kept constantly in focus. Even so, there are obvious questions that 
the dean should pursue. Does the department have a long-range plan? Has 
the department kept to it? If not, why not? Does the plan need revision? 
What are the obstacles that may prevent the plan from becoming future 
reality? How effective has the chairperson been in helping to raise money 
from private sources? Has the chairperson shown the requisite initiative in 
raising money from the private sector? And, equally important, has the 
money raised been raised for the right purposes? 
A conference that deals with these four main issues can be highly 
illuminating to the dean and, on the surface, very successful in the eyes of 
both the dean and the department chairperson. During the course of the 
discussion, if appropriate, both the dean and the chairperson can make 
constructive suggestions on actions that might be taken or new strategies 
followed by the chairperson to improve his or her leadership and manage- 
ment effectiveness, But unless the dean follows Up with a letter to the 
chairperson, within a week if possible, summarizing the findings of the 
conference, not only is a record of a very important meeting lost to the 
memories of the participants, but a sense of its importance is also lost, at 
least to the chairperson. And unless the dean is possessed of total recall, a 
good deal of what transpired in the conference is lost also. And, equally 
important, unless the follow-up letter is written, next years conference 1S 
very likely to be less meaningful and more perfunctory. The letter should, 
of course, be as accurate as it is possible to be, and the letter should never 
contain material that was not discussed in the conference. ; 
In summary, the dean must spend a great deal of time and energy in 
the care, nourishment, guidance, and instruction of department chairpersons 
in the college. Since chairpersons are the dean's major constituency, mey 
are more important to him or her than deans of other colleges, ws 
presidents, or presidents. It is through the department chairpersons that ths 
dean learns the most about the faculty in the college and about the welfare 
of the students enrolled in the college's programs. Without the support and 
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understanding of the department chairpersons, the dean can, in the final 
analysis, accomplish very little. But with the support and understanding of 
those chairpersons, the dean can sometimes move mountains. 


Follow-Up Letters to Performance 
Evaluation Conferences 


In the preceding section it is suggested that the dean schedule at least one 
conference a year with each chairperson to discuss the chairperson’s perfor- 
mance and that a follow-up letter be sent within one week following the 
conference to summarize the main points discussed. If a chairperson has 
performed exceedingly well during the past year, the conference will 
probably be an enjoyable one, and writing a follow-up letter within one 
week after the meeting expressing the dean's pleasure and satisfaction with 
the chairperson’s performance will be a relatively easy and pleasant task. On 
the other hand, if a chairperson’s performance has been exceedingly bad, 
the conference with that chairperson could become quite uncomfortable. 
Writing a letter to anyone describing shortcomings, errors, and inadequacies 
in performance is stressful, to say the least, and procrastination can over 
come a dean who must write such a letter to a department chairperson. 
Nevertheless, it must be written; not writing it might create more severe 
problems in the future. Of course, the tone of follow-up letters should match 
the degree to which the chairperson’s performance was either very good or 
very bad. Extremes in performance are easy to identify and straightforward 
letters of praise or criticism can be composed without too much difficulty. 
Effective letters to chairpersons who perform in a mediocre or average 
manner, however, are more difficult to write, and the dean must use good 
judgment in deciding what could be said that might improve the perfor- 
mance and not make it worse. 

Following are two examples of letters that a dean might write summatiz 
ing a performance evaluation conference. One is to Dr. Margaret Melanesia, 
chairperson of anthropology, who has performed in an exemplary manner 
during the past year; the other is to Dr. Steven O. Spanner, chairperson of 
mechanical engineering, who has performed so badly that his job as 


chairperson may be in jeopardy if no improvement is shown during the next 
year. 


Dear Margaret: 


| write to confirm the substance of our conference of April 22, 
1985, concerning your job performance as chairperson of 
Anthropology during academic year 1984-85. As | told you 
then, you have provided splendid leadership for the department, 


and the college is grateful for that leadership. A summary of 
your service follows. 


Performance and Evaluation of Chairpersons through the Dean's Eyes 


1. Program Management: The programs, both undergraduate 
and graduate, in the department are strong and nationally 
recognized, and they provide excellent educational experiences 
for the college’s students. 


2. Personnel Management: You have recruited very well these 
past three years. The tenure and promotions recommendations 


from the department continue to be first-rate. 


3. Fiscal Management: The fiscal management of the 
department is sound. You have spent your resources prudently 


and wisely. 


4. Long-Range Planning and Development: | think the revisions 
you have submitted to your department's five-year plan are 
realistic and sound. | hope we can make them come true. 


In summary, | am delighted that you are willing to be the 
chairperson of the department and that we are going to have 
the opportunity to work together for another year. 


Cordially yours, 


Stuart Patience 
Dean 


Dear Steve: 

| write to confirm the substance of our conference of April 24, 
1985, concerning your job performance as chairperson of 
Mechanical Engineering during academic year 1984-85. As | 
told you then, while your previous three years as chairperson 


were quite good, this past year has been, in some respects, 


disappointing and discouraging. Permit me to comment on 


various aspects of your performance as follows. 
ent: Since your arrival as chairperso 
m in the department has been 

for greater efficiency for both students 
ned. Our undergraduates 


1. Program Managem Bete 
undergraduate curriculu 
modernized, reorganized 


and faculty, and considerably strengthe anaa 
now receive a better education. But, we have again failed to 


send to the board of regents our proposal to implement a Ph.D. 
in Robotics. We agreed two years ago to get this done by 
Spring 1984, and we are now a year late. That proposal, Steve, 
must leave this campus no later than November 1st, 1985. | will 
help you meet this deadline in whatever way I can. 


2. Personnel Management: The three open positions you have 
had the past three years have been filled with what appear to be 
excellent young recruits, all from strong schools, all showing 
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good promise. Your handling of John Smith's tenure case last 
month, however, was not professional, nor did you follow the 
procedures of this university in terminating nontenured faculty. 
| am aware that you were personally involved in helping Smith 
deal with his family’s crisis two years ago, but that is no excuse 
for ignoring university rules and regulations in these matters. 
We are fortunate that Smith decided to go with Mechotechtron, 
for if he had wished to do so, he could have generated some 
difficult legal problems for us. You simply cannot ignore 
personnel rules; you cannot put this college and this university 
at risk again. 


3. Fiscal Management: The fiscal management of the 


department is sound. You have spent your resources prudently 
and wisely. 


4. Long-Range Planning and Development: Although we have 
had several good discussions in the past two years about the 
department's future, | have yet to receive a draft of a 
departmental plan. You have not convened a meeting of your 
planning committee in more than 18 months, and several 
faculty in your department have made a point of noting this 
lack of action. | simply must have a draft of a departmental plan 
from you before school starts this fall. My staff and | will be 
glad to help you with whatever data requests you make to us. 


In summary, this past year has not been a good one for you. | 
repeat what | told you in our conference. | am ready to help 
you in whatever way | can. If no improvement is evident by this 
time next year, you and | will need to consider another way for 
you to serve this college and the Department of Mechanical 
Engineering. 


Cordinally yours, 


Stuart Patience 
Dean 


We hope that not too many chairpersons in the college will be as 
disappointing as was Dr. Steven O. Spanner to Dean Patience, and that most 


follow-up letters will need to contain only praise and/or suggestions for 


improvement with no ultimatums or deadline dates for a demonstration of 
improved performance. 


Both sample letters de as 


al with the four important evaluation areas 
described in the preceding section, namely, program management, person 
nel management, fiscal management, and long range planning and develop 
ment. Some deans may prefer to deal with areas of performance in addition 
to or other than those contained in the letters. These examples are included 


primarily to demonstrate one style of writing candid, straightforward sum 
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mary letters covering the main points discussed in an evaluation conference. 
Because of personal style, some deans are less diréct in their letter writing 
thar. ney should be. The important point, however, is that a summary letter 


be written as soon as possible after the evaluation conference, in whatever 
hatever areas the dean selects, and in 


style the dean chooses, covering W. 
at the dean thinks. 


such a manner that the chairperson has no doubt as to wh 


Rewarding Good Department Chairpersons 


Chairpersons frequently despair that no one ever tells them whether or not 
they are doing a good job. They operate under the assumption that they are 
performing well unless they hear otherwise from the dean. The lack of 
sufficient and appropriate commentary from deans to chairpersons about 
their job performance seems to be a common phenomenon among our 
institutions of higher learning. And unfortunately, even the assumption that 
one is doing well unless he or she hears otherwise is not always valid. Some 
deans may be too shy to praise good achievement or too insecure to criticize 
unsatisfactory performance. Perhaps even more than administrators at other 
levels, chairpersons need positive reinforcement from the dean for good 
achievement. The absence of negative feedback may be enough of a reward 
for some, but not enough to build self-confidence in relatively new chair- 
persons who want to know not just that they are doing well, but bow well 
they are doing. Whatever can be done tangibly to reward good performance 
should be done. Rewards can be in several forms, including salary increases 
and expenses for travel to national meetings if funds are available; personal 
invitations to special and important functions; nomination to important, 
powerful, and prestigious institutional committees such as the university of 
college budget committee or athletic board; nominations to important 
offices and committees in national professional associations. In addition to 
whatever tangible rewards may be available, honest and sincere praise as 
well as recognition should be given to deserving chairpersons as often as 
Possible, in private and/or in front of peers and other members of the 
academic community whenever opportunities present themselves. Special 
effort should be made to create opportunities for this purpose. By rewarding 
effective chairpersons, deans will make them even more effective and at the 
same time set an example for chairpersons to follow in rewarding good 
Performance on the part of faculty members. 


Diagnosing the Shortcomings of 
Malfunctioning Chairpersons 

all is not well in one of the academic 
The clues are numerous and 
a gradual increase in the 
dean's office 


A dean can usually tell when 
departments under his or her 
Obvious, but the most reliable wa 
Number of faculty members from 


jurisdiction. 
aning signal is 
a department who visit the 
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Usually they do not complain openly; sometimes they seek reassurance from 
the dean that the department is still favored by the dean, or that the 
department’s budget is not endangered, or that the plans laid for the 
department's future development are still in place. Of course, some dis- 
gruntled faculty members will complain to the dean about unhappiness with 
their chairperson’s management style. More frequently, however, faculty will 
first voice their complaints to colleagues outside of their department. The 
academic grapevine is a marvelous thing and the dean will quickly learn 
from outside sources about the distress of the afflicted department. On 
occasion the dean may personally observe a problem or issue that was 
mishandled by the chairperson. But the dean should be wary of overreaction 
to such an observation, or to an unexamined faculty complaint. Overr eaction 
can create a problem where none previously existed, or it might magnify 
trivial problems into mountainous ones. While a department whose mem- 
bers continually complain is usually one that is unproductive, a department 
that seems serene may not necessarily be a highly productive department. 
Faculty members who do not intend or do not have the potential to be 
productive are not likely to complain about an easygoing chairperson who 
is not exhorting them to improve their performance. Nonproductive faculty 
members, however, might complain about a chairperson who keeps insisting 
on greater faculty effort, and their complaints of alleged tyranny would 
probably reach the dean. Faculty complaints are symptoms of problems that 
can emanate from the chairperson or reside with the faculty itself. For 
whatever reason, the dean is obligated to review and analyze them. 

But how should the dean conduct such an analysis and review? In the 
medical profession, whenever a family or a patient has health problems, 
doctors do what is known as a differential diagnosis. On the basis of 
symptoms that can be observed or described, the doctor requires tests tO 
be performed on a variety of possible conditions or maladies that might 
directly or indirectly be responsible for the symptoms. A separate test iS 
conducted for each suspected malady to determine whether it is present, 
and if not, it is eliminated as a possible cause. The hope, of course, is tO 
rule out as many of the maladies as possible. Those not ruled out are treated: 
__ This process of differential diagnosis may be a model for the dean f° 
follow in examining a chairperson about whom complaints have been made. 
A review of a composite list of possible shortcomings and inadequacies that 
might be responsible for a chairperson’s malfunctioning may be useful tO 
the dean, first, in determining whether the complaints are justified, an¢ 
second, in diagnosing the cause of a management problem if one exists. 
The purpose of such a review is not to attribute a large number g 
shortcomings to a particular chairperson, but rather to rule out as many as 
possible so that those remaining can be evaluated and treated. After employ 
ing this method of diagnosis, the dean can determine whether counseling 
might help the chairperson overcome whatever shortcomings are found tO 
be present or whether the situation is sufficiently serious to warrant som 
other type of remedial action. i 


w 
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In health care, individuals are advised not to wait for symptoms to appear 
before going to their doctors, but rather to have periodic, preferably annual, 
physical checkups. No specific maladies are suspected, but tests are con- 
ducted on each of a long list of them, with the expectation and hope that 
none will be found and the patient can be given a clean bill of health. Early 
detection of an unanticipated malady allows early treatment and provides a 
better chance for cure. 

This medical model can be used in reviewing the management behavior 
of department chairpersons on an annual basis, even if no shortcomings are 
apparent. The checkup will either verify that no serious shortcomings are 
present or perhaps pinpoint a potential shortcoming that can be treated with 
counseling, thus possibly preventing the occurrence of a problem that might 
otherwise have emerged. 


DIRECTIONS FOR MAKING A DIAGNOSIS 


The following Diagnostic Checklist. presents possible shortcomings and 
inadequacies, one or more of which may cause a department chairperson to 


perform poorly. 


DIAGNOSTIC CHECKLIST 


Rigid and inflexible in interpreting rules 
and regulations 


Prejudiced or biased for and against 
certain programs 


Prejudiced or biased for and against 
certain faculty members 


Difficult to communicate with 
Indiscreet 
Lacks courage 


Blames higher-ups for unpopular deci- 
sions 


Does not delegate anything 


Always delegates everything 


(Continued ) 


20 


21 
22 
23 


24 


25 


26 
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( Diagnostic Checklist continued ) 


Lazy 
Does not follow through on things 


Does not submit reports on time or 
meet deadlines 


Does not involve faculty members in 
decision making 


Uses poor judgment in personne! deci- 
sions 


Provides poor support documentation 
for those recommended for tenure and 
promotion 


Has not developed a long-range plan 
for the department 


Does not follow a long-range plan that 
has been developed 


Does not become personally involved in 
evaluating faculty performance—de- 
pends completely on a committee for 
this function 


Does not establish department priorities 
for expenditure of faculty time and effort 


Does not establish department priorities 
for expenditure of department 
budget 


Poor advocate for the department 
Creates conflict among faculty members 


Unwilling to take any action without first 
checking with the dean 


Cannot make up his or her mind and 
changes each decision several times 


Afraid to confront faculty members who 
are violating a college regulation. miss- 
ing classes, or not living up to their 
leaching responsibilities 


Cultivates close social and professional 
relationships with higher level admunis- 
trators to whom the dean reports and 


uses the relationships to circumvent the 
dean 


Trug 


27 


28 


29 


30 


31, 


32 


33. 


34. 


35 


36. 


37 


38 


39 


40 
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Has played the squeeze-game on the 
dean to extract additional funds for the 
department budget 


Has played the squeeze-game on the 
dean to extract an additional faculty po- 
sition for the department 

Has funds left in the departmental bud- 
get at the end of the fiscal year and 
spends those funds hurriedly and in an 
unplanned manner 


Does not keep the dean informed on 
what is going on in the department 


Does not personally make a decision— 
always depends on a departmental 
committee to make a recommendation 
which ıs followed without challenge 


Passes departmental problems to the 
dean for resolution 


Unfamiliar with university and college 
rules and regulations, and because of 
this, sometimes violates those rules and 
regulations 


Knowingly violates regulations and 
rules, thus creating problems for the 
dean 

Uses poor judgment in determining for 
which existing regulations and rules ex- 
ceptions might be made 


Takes pride in never doing paperwork 


Asks for more resources from the dean 
than the dean has to give—'s insenst- 
tive to the total amount of resources 
that the dean has available for distribu- 
tion 


Asks the dean to make decisions for 
which the dean does not have final au- 
thority 

Makes promises to the dean. faculty. 
and students that are never kept 


Does not express an interest In OF does 
Nothing to develop programs for profes- 
sional growth of faculty members 
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(Diagnostic Checklist continued ) 


41 


42 
43 


44, 


45 


Beside each shortcomin 


Unwilling or unable to give nonacadem- 


ic support staff clear, precise instruc- 
tions on what they are expected to do 
Seldom available to meet with students 
Seldom available to meet with faculty 
Spends considerable time traveling off 
campus and is thus personally 
unavailable to provide the department 
with adequate leadership 

Spends considerable time on Projects 
not directly related to the management 
and leadership of the department, and 
is thus unavailable to Provide the de- 
Partment with adequate leadership 


Making the Diagnosis 


True 


Ti 


RUE 


FALSE 


ka 


8 on the list is a true-false scale for rating the extent 
to which each shortcoming į i 


8 IS perceived to exist in the chai 


Dealing with the 
Faculty 


It is a truism in American higher education that its managers—department 
chairpersons, deans, or academic vice presidents—almost always come from 
faculty ranks. Presidents or chancellors are sometimes exempted from this 
axiom since some presidents or chancellors were never faculty members 
but instead, were lawyers, physicians, professional politicians, or, OC- 
casionally, successful businessmen. Thus, except for presidents and chancel- 
lors who have not come up from the faculty, academic managers generally 
have quite a close professional relationship with their faculty colleagues. 
Once a person becomes a dean, how much and in what way can he or she 
deal directly with the faculty of the college? And how do faculty members 
deal with their deans? Is there a significant difference between small and 
large colleges regarding such relationships? These are some of the issues 
treated in this chapter, a chapter that attempts to give advice on how to 
carry out a useful and reasonably happy relationship with the faculty for 


whom the college dean must provide leadership. 
The dean’s relationship with the faculty is first and foremost defined by 


the presence of departmental chairpersons who, in many ways, act for the 
dean. If the dean tries to function as a department chairperson, then, 
obviously, there is no need for chairpersons. But even in a very small college 
with only three departments, it is almost impossible for the dean to do both 
jobs. Hence he or she must limit by careful definition the nature of the 
relationships that can or should be developed. Clearly, the dean should not 
deal with faculty members in general budgetary matters, and must be very 
careful about dealing directly with them in specific budget allocations. The 
larger the college, the more categorical this imperative becomes. Generally 
speaking, dealing directly on personnel issues such as salary, tenure, and 
promotion, should be avoided, although there may be times when the dean 
must deal directly with one or more faculty members on these matters. 
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The dean’s relationship with faculty members occurs pa) es! 
committee work. The dean must often meet with Tommitees t j T EA 
work critical to the life of the college. Such committees are — ees 
committees, most of which are advisory in nature, although t si o 
in motion several special action-oriented task forces or AE E ii 
to treat special projects. Some operationally oriented en PE 
ample, the college student petitions committee or the co a SR 
committee—should be allowed to function with as little na i saree 
the dean as possible. Other committees, however, absolutely ae E 
only the presence but the active participation of the dean, E of 
concerned with the college's long-range planning. Through these ee 
committees the dean has the best chance for fruitful and important d 
interaction with the faculty. PELINI 
Borr other less formal ways to establish direct contact with fac A 
members, for example, hosting informal luncheons, even breakfas Ss, THe 
the academic year for small groups to discuss various aspects of the heat : 
and welfare of the college and/or the university. The makeup of Ar 
groups requires careful attention. Any number of options are available: t 
groups can be made up of humanists, 


biological or physical scientist 
clinicians, or w 


hatever disciplinary subsets exist in the dean's college. Or 
the dean can invite to such a meeting the : ais 
professors or a group of senior professors. The important thing in cona 
ing the membership of the group is to avoid, unless special circumstanc z 
prevail, persons from just one academic department. If, however, it i 
decided to convene members from only one department, it is important f 
be sure that the department's chairperson is a guest, otherwise all sorts ‘a 
ominous readings can be constructed because of his or her absence. Anothet 
example of establishing direct cont 
member's office, or to walk the 
aculty members. This sort of a 
conduct of business in the 
the faculty member's office 
misunderstandings. Most d 
earn that their president, 
taken to touring the 
of such public rel 


a ote t 
newest group of assistan 


act is to pay an occasional visit to a mae 
corridors holding brief informal chats wit i 
ctivity can be dangerous, however, for the 
hallways with individual faculty members NS 
can lead to vast and sometimes very Orpen 
cans and vice presidents shudder en 
in an attempt to “get to know the faculty, dees 
corridors once or twice a month. Very little good cone 
ations efforts on the part of the president. Budgets a 
upset, priorities are deformed, and levels of expectation surge upwarc 
unrealistically 


THE DEAN’S ROLE IN THE RECRUITMENT OF FACULTY 


How, then, doe 


s the dean get to know f 
outlined? The 


Most obvious way 
faculty members whether they are 


7 4 just 
aculty aside from the methods ae 
s } See eee 

is through the process of esos a 
assistant professors or stars brought 
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the senior level. We hold that no matter how large and diverse the college, 
the dean should be personally involved in the recruiting of every new faculty 
member, from the newest assistant professor to the senior star. In a small 
college, the dean’s involvement in faculty recruiting is almost always high. 
Yet, in either small or large colleges, deans should never serve on a search 
committee for a new faculty member, but neither should they accept a 
search committee's recommendation without personal knowledge of the 
candidate. This means, of course, that they must personally interview each 
and every candidate brought to campus. In a large college, this can result 
in a substantial commitment of time and energy. But perhaps the most 
important single aspect of the dean’s job is the recruitment of the best 
faculty that the college’s resources will allow. After five years—the shortest 
length of time most deans willingly hold their jobs—a dean in a large college 
will have been involved in the recruitment of about a hundred faculty 
members; in a small college, about fifteen to twenty. These are significant 
numbers, and their magnitude suggests the potential impact that the recruit- 
ment process will have on the future strength or weakness of a college. 
While the dean should always interview each assistant professor can- 
didate, scrutinize credentials, and, if possible, do some telephone checks, 
the recruitment of senior faculty members requires far more involvement. 
Adding a new senior faculty member necessitates a substantial investment 
of dollars, space, and staff support even in the least expensive academic 
disciplines. For these reasons, the dean, along with the chairperson and 
members of the department seeking to fill the position, must come to a 
clearly understood agreement about the nature of the appointment even 
before the recruitment process begins. The priorities, plans, and general 
mission of the university, college, and department must be taken into 
account. The type of person to be recruited must be settled on. Even the 
procedures of recruitment may have unusual aspects that must be under- 
stood by all concerned. And, as always in these matters, affirmative action 
arefully planned. Nothing should be allowed to go 
dean should actively help in the search for a 
senior faculty member by submitting to the search committee names gained 
from personal knowledge of individuals in the appropriate field, or names 
that have been collected through telephone calls and conferences with 
ational professional organizations, OF whatever 
the dean's own personal network can yield. These names should be sub 
mitted in such a way that individuals named do not become “the dean's 
candidates”; no personal preference for any of the potential candidates 


should be shown in any way. 


When the list is narrowed to thos 
invited to campus, the dean will need to schedule s 
interview. Informal breakfasts or luncheons should be scheduled for can 
didates and members of the appropriate department; evening st rial events 
involving the department and its candidates are also necessary. Meetings 


considerations must be c 
Wrong in this process. The 


graduate deans, people in n 


e senior faculty members who will be 


more than one personal 
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should be arranged for the candidates with the university's eee! Eo 
officer, and, if possible, with the university's president. Other senior = = 
sors in related fields inside and outside the college should be afforde = 
opportunity to interact with the candidates, and the dean should ipon E 
the leadership in planning these agendas. At the end of the pooma E 
chairperson will make the recommendation about who is to be emp w 
In the final stages of the process, the dean should avoid meeting with ed 
search committee as it prepares its recommendation to the chairperson. u 
if the dean has taken an active, personal role early in the recruitment 
enterprise, all should go well. 

As already noted, all of this activity presents a real challenge; the a 
and energy spent in these pursuits, although mind-numbing, is neverthe = 
justified. Not only is time being invested in a top-priority activity, but = 
dean is learning a great deal about individual members of the faculty, both 
those already employed and those to be employed. The faculty, in turn, 
through this process, is learning a great deal about the dean. 


THE DEAN’S COMMUNICATION WITH THE FACULTY 


In an earlier chapter we discussed the mechanics of the dean’s communica- 
tions, written, verbal, and electronic, with department chairpersons. The 
generalizations pertaining to those mechanics apply equally to communica- 
tions with the faculty. But, mechanics aside, there remains the question of 
the degree to which communication with the faculty is appropriate and the 
nature of those direct communications. When, why, and under what cit 
cumstances should there be direct communication with the faculty? . 

In communicating either by memorandum or through general as 
semblies, an old axiom should always be remembered: “If it ain't broke, 
don't fix it.” A constant flood of decanal memoranda to the general faculty 
will invariably produce inattention born of ennui or outright contempt. Not 
every new development, not every new decan 
of decanal policy has to be announced to th 
a memorandum. Conversely, not every 
spread either fearfully or petulantly 
the dean. The 


al idea, not every new triumph 
e general faculty in the form of 
alarm or excursion needs to be 
across the pages of memoranda from 
inevitable result of such ill-conceived practices will be some 
version of the scrawled graffito discovered next to a hot air dryer for wet 
hands in the men’s restroom: 


4 ean.” 
Push button for message from the deat 
The distribution of almost all 


routine items of information regarding d 
operational life of the college should be transmitted through departmen 
chairpersons. Only very big ticket items c 
such as a budget rescission or very good n 
salary raises should be 
faculty. 


aa a p aWS 
ontaining either very bad ne n 
ews such as larger thames nae 
the subject of decanal memoranda to the gen 
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College-wide meetings of the faculty should also be held to a minimum, 
even in small colleges. Only the most importdnt business affecting the 
fundamental aspects of the college's life should bring all faculty members 
together in a meeting presided over by the dean. There are, of course, those 
ritual college-wide meetings that no dean and only a few faculty can escape: 
the beginning-of-the-year meeting and the end-of-the-year meeting, both 
generally joyful occasions but for different reasons. In presiding over these 
Meetings, the dean, in his or her messages to the faculty, should strive for 
brevity, not at the expense of clarity, but because the attention span of the 
vast majority of faculty members is considerably less than the standard fifty 
minutes they expect from their students. 

Direct communication with faculty members of one or more specific 
departments is a different matter. Generally speaking, as has been pointed 
Out many times earlier, most communication with faculty in the college takes 
place through the various department chairpersons in that college. There 
are perhaps only two times when a dean needs to communicate and interact 
directly with faculty members of one or more specific departments. First, 
there are those events or occasions that come under the category of normal 
relations. The dean asks or is asked to visit with members of the department 
to discuss plans, to listen to analyses of various operational problems, or to 
learn more about the department, what it tries to do, what it has ac- 
complished, what it plans to accomplish. Almost always these meetings are 
conducted with the presence or at least the full knowledge of the chairper- 
son. Many deans encourage this sort of interaction with the faculty, and 
schedule regular visits to each department in their college to learn more 
about the department and its faculty, and to give that faculty a chance to 
learn more about the dean and the dean’s ways of thinking about the 
department, the college, and/or the university. Second, there are unfor- 
tunately those times of crisis when a dean must sit down and deal directly 
with either all of the department's faculty members or with at least the 
leaders among them. Such crises are almost always brought on by a lazy or 
incompetent—or sometimes psychotic—department chairperson. In such 
cases, the chairperson has to be bypassed during the period of time pending 
removal from the chair. Sometimes a chairperson should be removed with 
lightning swiftness; sometimes an incompetent chairperson has to be 
tolerated for most of an academic year. But in such times of stress, including 
the incapacitation or sudden death of a chairperson, the dean must become 
the surrogate chairperson and deal directly with the faculty on almost all 
matters until such time as a mutually satisfactory interregnum 1s established. 
Nevertheless, once a new chairperson, even on a temporary basis, is in place, 
the dean should back away and, just as importantly, should convince the 
faculty in the department to back away—otherwise the dean becomes an 
ex-officio chairperson, a status that makes it difficult to convince a new 
chairperson either to take the position or to stay in it once appointed. 
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Of course, the best, the most relaxed, and the most interesting relation 
ships are developed in the formal and informal committee structures hes 
college. The dean can, and should, select faculty members from all i r i 
college to serve on special task forces. Examples of these kinds o oe 
ships are numerous: a special task force of senior professors to review t e 
college's tenure and promotion criteria; a special task force of janer 
professors to examine ways and means to increase the research suppor 
budget of the college; a special task force to upgrade the curriculum n g 
subset of departments, or to raise or lower admission standards in i i% 
college. In addition to these special activities, the dean should make sate 
that he or she is an ex-officio member of every standing college wide 
committee. It is'probably unwise to attend even once a year a meeting at 
each of these standing committees; in some cases, the committee's work 
will be done more efficiently if the dean never appears. But the dean has 
to be an active, if not ever-present, participant in the work of the colleges 
long-range planning committee, its tenure and promotion committees, and, 
if the college has one, its budget advisory committee. These three com 
mittees are pivotal to the college's future. 

Thus, there are plenty of ways for the dean to communicate and interact 
directly with the faculty of the college. It is best, however, to repeat ou! 
earlier words of caution: overexposure in the form of too many memoranda 
or meetings will result in a paling of leadership. And the dean who tries nt 
act for a department chairperson too often has simply added another set © 
responsibilities to an already complicated job. 


DEALING WITH THE FACULTY ONE-ON-ONE 


No matter how conscientious the dean may be in making sure that chair- 
persons are the primary means for interaction with faculty members, there 
are times when an individual faculty member must be dealt with directly. 
Life in academe, like everywhere else, is not smooth; disappointment, 
frustration, rage, envy, tragedy, are just as much a part of the ivory tower ga 
they are a part of Madison Avenue. In fact, nowhere in America A 
individualism and intellectual entrepreneurship as rampant as in mie 
academy. Thus the dean must be generally available to discuss, negotiate, 
and ultimately solve the problems of individual faculty members in ie 
college. Department chairpersons can do only so much in dealing with the 
ambitions and the frustrations of their faculty; a faculty member who i$ 
determined and persistent will eventually be seated in front of the geri 
pressing his or her case. And if the dean refuses to see such faculty members 
on the ground that “the buck stops on the department chairperson’s des aà 
they will eventually find their way to the office of the chief academic officer 
of the university or college or, alas the office of the president or chancellor- 
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oe en iee en 
; ber. It I, only in s al cases $ dean do the initiating. 
The initiation of such a meeting by the dean automatically raises in the 
faculty member's mind unrealistic expectations that whatever the problem 
happens to be, it is going to be solved by some kind of decanal deus ex 
machina. Sometimes the dean can indeed solve individual faculty problems; 
sometimes those problems cannot be solved by anyone—not the dean, eine 
anyone in the central administration. Always, of course, before any meeting 
with a faculty member, the dean should discuss that person's problem, 
whether real or perceived, with the department chairperson. Let us consider 
next the kinds of problems presented by individual faculty members as they 
seek advice, redress, or, maybe just reassurance. f 

Probably the most frequent set of issues that individual faculty members 
take up with the dean has to do with tenure, promotion, or salary. Of these, 
easily the most critical is tenure. In most universities and colleges tenure is 
fundamentally a departmental matter. The department is the first and most 
important body either to recommend or deny tenure for a faculty member. 
To be sure, there are generally a series of checks and balances against this 
initial decision; colleges usually have their own tenure and promotion 


committees; the dean generally has the authority to override the decisions 


of either the departmental or college tenure and promotion committees; 
fide tenure and promotion 


and beyond the dean, there is a university- 
committee, as well as an override authority of the chief academic officer 
and/or the president: or chancellor. In s, tenure is not even 
awarded at the university level; it is finally, anc 
Manner awarded by regents or trustees. 
Thus, in dealing with tenure issues, the 
that his or her decision may not be the final one; 
appealable within the institution and possibly by agen 
institution such as the board of trustees or, in vary rare instances, the federal 
court. And if the college or university has a collective bargaining agreement, 
the dean's decision may well be appealed to an extramural professional 


arbiter. Most collective bargaining agreements do not, however, allow an 
leral courts have done this. But both 


arbiter to award tenure; not even fec 

federal courts and arbiters have directed colleges and universities to award 
back pay, or damages, or to give the person denied tenure another chance 
to earn it. Consequently, individual appeals must be handled with the 
greatest of care, not only in the name of fairness and justice, but because 
the dean's decision likely will be reviewed by a number of other parties 
and interests. The dean, therefore, should be as fully prepared as possible 
before the faculty member arrives to discuss a tenure denial; rarely does a 
faculty member want to discuss a tenure approval. Neither a positive or a 
Negative decision should be made during any meeting with the individual 
faculty member, The dean should listen carefully for as long as necessary 


many cas 
1 in a pro forma, bureaucratic 


dean must always bear in mind 
that the decision is 
cies outside the 
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to the faculty member's case. If there is not enough time to listen to the 
case at the first meeting, it should be continued into a second or third 
meeting. After the faculty member has had ample time to present his or her 
case, the dean, without expressing an opinion of what the decision might 
ultimately be, should promise the faculty member a written decision within a 
very short time. Upon further investigation—which investigation should in- 
clude personal conferences with not only the department chairperson but 
key figures in the department—a written decision should be prepared in the 
form of a personal letter to the faculty member with copies to a number of 
appropriate people. The letter should be presented to the faculty member 
at yet another personal conference. This conference will not be pleasant if 
the decision is negative, but the conference will indicate the dean’s concern 
over the issues that led to the decision and for the faculty member 
personally. This conference may result in an argument, at least on the part 
of the disappointed faculty member, and the dean must be prepared to listen 
to the argument, yet not get drawn into it. If the faculty member is 
determined, there will be plenty of opportunities for argument at other times 
and in other forums. 

Those who come to the dean’s office to seek decanal intervention in a 
failed attempt to receive promotion present a far less complicated problem 
than those who fail to get a recommendation for tenure. Promotion, first of 
all, is a much more intramural matter than tenure, and while the primary 
and most important decision rests in the department, the chances of reversal 
by the central administration are not very high. If the department and the 
college committee (if there is one) and the dean all agree on a promotion 
decision, it is difficult to overturn. Most boards of regents or trustees NO 
longer even review faculty promotions. But promotion is a very serious 
matter, for each promotion in academic rank says a great deal about the 
standards of the college and sends a Message to faculty throughout the 
college. Here again, the dean must be as fully prepared as possible before 
meeting with the faculty member who wishes to discuss or appeal a 
promotion decision. And again, an opinion should never be given while 
meeting with the faculty member. After thorough investigation, a decision 
should be prepared in writing and presented to the faculty member during 
a second conference. While this second conference is likely to be unpleasant 
if the decision is a negative one, negative decisions about promotion do 
not have the finality that negative tenure decisions possess. A negative 
decision may well give the dean an Opportunity to give very constructive 
advice to the faculty member about how to improve his or her performance: 
If the faculty member has good but unrealized potential, hope and en- 
couragement should be held out, but no guarantee, Since disappointed 
petitioners have a tendency to interpret encouragement as a form © 
guaranteed action, care should be taken during this conference to stick 


closely to the contents of the written decision that was presented to this 
faculty member during the conference. 
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Finally, there is the sticky matter of salaries. The dean will be approached 
by a greater number of individual faculty members with salary problems 
than with problems of tenure or promotion. Salary adjustments are, after all, 
annual events for each faculty member; tenure and promotion decisions are 
not. While the college or university has virtually complete control over 
tenure and promotion criteria and the decisions stemming from those 
criteria, colleges and universities have little or no control over the amount 
of money annually available for salary adjustments. Colleges and universities 
are hostages to the financial health of the endowment, the rise or fall of the 
state’s general revenue receipts, the price of a barrel of oil, the balance or 
imbalance of trade, and other far more arcane economic indicia. Since 
faculty members are so firmly in control of the rest of their professional 
lives, and since only a very few of them are trained economists, they exhibit 
very little patience or understanding regarding the fiscal vagaries that impact 
their own salaries. But, then, where in America is there a group of salaried 
professionals who are patient and understanding about such matters? Hence 
the dean can expect every spring or fall, depending upon when annual salary 
adjustments are announced, to have a number of faculty members request 
personal conferences for the purpose of complaining in one way or another 
about salaries. Even if each department chairperson in the college is a 
veritable Solomon, there will be individual unhappiness in the faculty. The 
presence of a collective bargaining agreement in the college or university 
will not deter this annual pilgrimage to the dean’s office; many, but not all 
collective bargaining agreements give management the right and aunty 
to assign a portion of each annual salary distribution for merit, market 
adjustment, or other discretionary purposes. The fact of the matter is that, 
no matter what the institutional arrangement, the dean often has control of 
Some, albeit limited, funds used for salary adjustments, and faculty members 
driven by a sense of injured merit will seek out the dean. — 

Yet again we have to insist that the dean be fully prepared or a 
conference with a faculty member about that person's salary adjustment, 
Preparation includes careful consultation with the department chairperson 
and a study of the salary schedule of the department as a wogle ron peo h 
member of the department. In such discussions it iS ee, hat a see 
be confronted with no surprises such as the fact that the comp kining äg u e 
Member's salary is below that of a colleague whose pubhation E 
teaching evaluations, and service record are demonstrably in ea o: 
plaintiffs. If such is the case, there has to be a good reason; if e hee 
good reason, the dean and the department chairperson any ae ei 
limber. And as always, a decision should never be made anii i e 
Conference with the faculty member. After the customary tigrove KADN es- 
tigation, a letter should be written to either the department chairperson or 
the faculty member. If the decision is positive, the letter ogi eritre 
to the chairperson, based, of course, ON the premise that the chairperson 


agrees with the positive decision, and the chairperson should then inform 
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the faculty member of the good news. Only in rare instances should oe 
dean override a chairperson’s recommendation on salary; the circumstances 
have to be unusual—either a clear injustice is evident or the chairperson s 
recommendation has been based on complicated and subjective grounds, 
which may mean that a new chairperson is needed. If the decision i 
negative, the dean should write to the faculty member directly. A gerona 
conference with the faculty member may be useful, during which i 
reasons are given for the negative decision, and as in the case of the co 
promotion, an opportunity becomes available to counsel the faculty mpi 
and indicate ways in which the person's performance can be improved. The 
dean should remember, however, that salary adjustments are annual events; 
like the ebb and flow of the tide, there is an inevitability about them, and 
discussions held with faculty members about salary adjustments this year 
will almost surely be revisited next year. 
Close on the heels of the problems brought to the dean by individual 
faculty members concerning tenure, promotion, and salary issues is the 
problem of a faculty member with his or her chairperson. This should not 
be surprising; in many cases the tenure, promotion, and salary issues ae 
linked with real or perceived conflict or tension between faculty members 
and their chairpersons. The sources of these conflicts and tension are 


F i 3 ; è iii ilitant 
manifold: (a) age or sex differentials—Young Turks versus old guard, militar 
feminism versus the good old bo 


(b) new knowledge versus old 
knowledge (“What! You really believe we should hire another whole 
organism biologist instead of that young molecular biologist from 
Michigan?” ); (c) new techniques or technologies versus old techniques OF 
technologies (“You're crazy; we can’t teach modern business administration 
to these kids unless they've had three courses in calculus and two courses 
in advanced computer information sciences!” ); (d) political ideological 
differences—contrary to popular myth, professors are not objective; for in 


3 ; $ i ants 
stance, note the intellectual chaos rampant in many philosophy departmen 
throughout America; (e) the 


clash of personalities, the most difficult of all 

forms of conflict (“Dean, 1 can't tell you exactly why I dislike him. All I 

know is that the guy is an egregious ass” ). 
There is probably very little that the dean 


Be, HOt cae 
an do to prepare for this So! 
of conference, particularly if the source 


c A hai ərson 
of conflict between the chairpers : 
c 5 . z ~ r, j > ars 
and the faculty member is a perse mality conflict. Generally, faculty membe 


: : 5 à : é aae dealt 
seeking appointments to discuss the various shortcomings of their depar 


ment chairpersons are not going to announce the specific subject to pe 
discussed during the conference. Instead, the faculty member will tell the 
dean's secretary that the purpose of the conference is “highly inpas. 
“urgent,” an “emergency.” or simply state that the matter to be discusse. 
is “personal.” While sometimes these adjectives are accurate and have 
nothing to do with the faculty member's relationship with the chairperson: 
generally they are not. Most often, they 


ain access 
are code words used to gain ac 


Wy asin i : 2 Þether d 
to a private audience wih the dean. Since one can never tell whethe 
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matter is truly urgent or personal instead of postponable or conspiratorial, 
all that can be done is to tell the secretary to schedule the conference. A 
wise dean, however, who is quite familiar with the faculty members and the 
chairpersons in the college, can sometimes get a little background informa- 
tion by calling the department chairperson and making inquiries about that 
person’s health, state of mind, or, if pertinent, most recently thwarted 
ambition. This should be done only if the chairperson can be trusted to be 
discreet, When in doubt, however, the dean should not call; just be braced 
for the storm and resolve to get through in the best possible way. Usually 
the faculty member wants the dean either to discipline or to fire the 
department chairperson. 

Most of these conflicts are never fully or satisfactorily resolved, since few 
yn because of a conflict with one faculty 
re their positions because they dislike 
chairperson to leave, resign, or be 


chairpersons give up the positic 
member, and few faculty members leav 
their chairperson; they just wait for the 
promoted to dean. But the dean must act whenever possible. Sex or age 
discrimination in the department cannot be permitted; new knowledge 


cannot be stifled but must be given a chance to flourish, just as new 
least tested—we are, after 


techniques and technologies must be used or at 

all, talking about life in a college or university. If ideological conflict is 
adversely affecting the educational experience of the students in the depart- 
ment, that conflict must be stopped or at least ameliorated to the point 
where the students are not pawns in professorial chess games. Sometimes 
a dean can even resolve a personality conflict, but not often. The best that 
can be hoped for is that the personality conflict between the faculty member 
and the chairperson is contained in such a way that neither the rest of the 
department's faculty nor its students are adversely affected. 

During the conference, the dean should listen carefully to the faculty 
member, trying all the while to avoid an argument or taking sides. Nine 
times out of ten, the faculty member will be distraught, and only a practiced, 
canny old dean is likely to be calm and discreet under such circumstances, 
In about 50 percent of such cases, the faculty member will end the 
conference by stating that no immediate action is requested, that the 
purpose of the conference is simply to inform the dean about the inequities 
of the chairperson and the parlous consequences of those inequities that 
ent. Sometimes, these visits are nothing more 
bers to discuss their accomplishments 
nt decisions relating to prom tion 
akes no action at all 


are evident in the departm 
than an opportunity for faculty mem 
with the dean in preparation for immine 
or salary adjustments. It is a dumb dean indeed who t 
after such a conference. 

The very least that must be done after an 
the chairperson that there are some rumors i á 
her department. Unless it is absolutely necessary for special re 
name of the complaining faculty member should not be revealed, at least 
Not after the first conference. If the faculty member persists T ESSE, 


appropriate interval is to inform 
of certain problems in his or 
asons, the 


92 THE ACADEMIC DEAN 


complaints, the dean, the chairperson, and the faculty mine tal 
have to sit together and attempt to resolve whatever issues are o Aa 
resolution. After the dean has informed the chairperson about une p n 
sibilities of certain problems in the department, it will be necessary tor 0 f 
to sit down and decide (a) if there are any problems that need enemas 
and (b) what kind of resolutions are best and under what cieumstances 
they should be enacted. If there are truly no problems such as the ne 
described by the faculty member, then the dean can relax. The fee 
thing is not to think ill of the complaining faculty member—not t aa 
time. Everyone is entitled to misperception; no one is omniscient. And the 
is no real need to have a second conference with the faculty member to 
announce that there is, after all, no problem. If indeed there is no prosemi 
that will become evident to the faculty member who, in most cases, wi 
eventually get around to writing the dean a note of semi-apology. P 

But what to do with the faculty member who at the end of the 
conference requests immediate or swift action against the chairperson K 
remedy the wrongs that have just been placed in the dean's lap? ap 
under rare and extreme circumstances, immediate action is not only unwise, 
it is probably impossible. The faculty member can be promised that action 
will be taken if warranted. There are always two sides to every academic 
Story; actually most have eleven, and the dean has heard only one side. an 
investigation must be conducted as discreetly as possible of the various 
aspects of the faculty member's complaint, beginning with the chairperson 
and with other individuals if more information is necessary. Generally, 
however, the dean’s first instinct should be to trust the chairperson. If the 
chairperson is not trustworthy, then one has to wonder why the dean in 
allowed the chairperson to continue in that position. As noted earlier, rea 
problems demand real solutions, and such solutions must be pursued. But 
personality conflicts, while real, cannot always be resolved. Sometimes the 
passage of time mitigates the conflict; sometimes better and deeper 
knowledge of each other's Personality can eradicate the conflict between 
faculty member and chairperson; sometimes time and greater knowledge 
just make the conflict worse. In situations like this, the dean must be 
psychiatrist, priest, and king. These are not easy roles to fulfill in a modern 
American college or university. 

There are other times when the de 
a confessor; if not the psychiatrist, at | 
at least a judge. Sometimes fac 
problems, student-related prob 
their chairpersons. Sometimes, 
not satisfactory. A dean shoul 
members that deal with such m. 
The faculty member's visit to t 


an becomes if not the priest, at least 
east a counselor; and if not the rae, 
ulty members are unwilling to discuss ethica 
lems, family matters, or business matters with 
these discussions with their chairpersons pn 
d not be distressed by visits from faculty 
atters, but should instead feel complimented: 
alk about personal matters indicates a grea 
deal of trust and respect in the dean’s discretion and judgment. Not many 
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faculty members will ever make such a visit, for not many get into the sort 
of personal difficulties that can be discussed with a dean, and even fewer 
ever think of a dean as a source of comfort and aid. But when such an event 
occurs, there is every reason to react as positively and generously as possible 
even though sometimes the problems presented are difficult and complex. 
Consider first the kinds of ethical problems related to a faculty member's 
professional life that may occasionally be presented to the dean for either 
advice or solutions. Nowadays, faculty members, particularly in the sciences 
and engineering, find themselves drawn more and more into situations that 
can pose conflict-ofinterest problems. Faculty members are increasingly 
becoming business enterpreneurs, owning all or parts of companies, com- 
panies manufacturing and/or marketing products that are the result of the 
faculty member's own research, carried on—originally at least—under univer- 
sity or college auspices. More and more faculty members are sought after 
by both government and private enterprise to act as consultants, often at 
very high fees. While virtually all universities and colleges have established 
tules and regulations regarding the conduct of faculty members in these and 
other related situations, most universities and colleges have not refined and 
made precise such rules and regulations. The faculty enterpreneutial activity 
increases; the complexity of the arrangements and the possible variations of 
arrangement relating to this activity increase, and so does the bewilderment 
of the faculty and the administration. Sometimes the faculty member will 
come to the dean not so much to seek advice about the ethical propriety 
or legality of a given arrangement, but rather to enlist the dean as an ally 
in either a real or imagined struggle with the central administration over 
the university's or college's rights in that arrangement. Again, two cardinal 
rules must be observed by the dean: (a) prepare, if possible, for the meeting 
and check with the department chairperson in order to gain as full an 
understanding of the matter as possible; (b) never make a decision during 
the conference itself unless the circumstances are SO clearly unambiguous 
and the relevant rules and regulations are so plainly applicable thar no 
further analysis is needed. Seldom, in these situations, will that be the case. 


The advice given the faculty member must, of course, be informed and 
slicies of the college or university. 


guided by the rules, regulations, and p€ 

The Baniy mi <i seeks purely legal advice should be iefemed. io 
the university or college legal staff. Only law deans are competent to give 
legal advice to their own faculty members. In giving advice, gey n 
should be made to protect the university, but there is seldom a. nee to 
choose between the university and the faculty member in protecting — 
from another. Common sense, patience, and the awareness on the pat ol 
the dean that such matters will become increasingly commonplace are 
absolutely necessary attributes to whatever decision or advice is a 
Decisions should always be conveyed to the faculty member in writing after 
the conference, with copies to appropriate individuals. Advice need not be 
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rendered in written form, but should be given to the faculty member during 
a second conference or at another suitable time and place. 

Sometimes the dean is presented by a faculty member with problems 
involving affairs of the heart—and the rest of the body. Unfortunately, these 
affairs are seldom related to persons outside the college or university tO 
which the faculty member belongs, but instead deal directly with one of the 
faculty member's students, a student currently enrolled in one of the faculty 
member's classes or recently enrolled in one of those classes. While such 
problems are far from commonplace on a campus, no one should be 
surprised by the fact that they do indeed occur and exist. Most faculty 
members are older than most students and this keeps most of the students 
and faculty on their own side of the desk. But some students and some 
faculty are drawn to each other for a host of reasons such as hero or heroine 
worship, the exercise of power, the mere presence of physical beauty and 
handsomeness, and, regrettably, plain old lechery. Very seldom does the 
dean learn about a faculty-student love affair fre m the faculty member; the 
dean is much more likely to learn about it from the student, the president's 
office, the student counseling office, or the student's parents. But if the dean 
is fortunate enough to learn first about it from the faculty member, then his 
or her clear duty is to try to discourage its continuance. It is true that faculty 
members occasionally marry their students, and it is also true that some of 
these marriages turn out to be astonishingly successful. But most of these 
affairs are built on quicksand, and the odds are against a lasting faculty-stu 
dent marriage. Hence the dean's duty is to play the odds and counsel 
immediate dissolution of the relationship. Almost always it is the student 
who must be protected both from personal folly and from the folly of the 
faculty member. Generally the dean can use to advantage some rule or 


regulation of the university or college that either forbids or discourages 
intimate relationships between faculty and student, a directive that has the 
force and solemnity of the institution behind it. Of coursse, faculty lechers 
are to be punished, not counseled, and the best punishment is firing if the 
dean can make the case stand up in any subsequent forum of inquiry. The 
dean must always remember that every once in a while the college will 
enroll a student who is either lecherous or scheming or both, and that a 
professor can be victimized by such students. But in conferences betwee? 
the dean and the faculty member about such matters, we depart from Our 
advice given throughout this chapter. This is one kind of conference during 
2 hich an immediate decision must be rendered or instant advice be given: 
There is no need to check with the department chairperson, no need to 
render a decision in writing at a subsequent conference. If a faculty member 
trusts and respects the dean enough to bring such a matter directly to his 
or her personal attention, there is no room left for delay or temporizing: 


dean has to follow instinct and do the best that can be done without 
elay 
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Even rarer in its occurrence is the request by a faculty member for an 


ppointment to discuss “a personal matter, which matter turns out to be 


truly personal. z as i ami i i 

g personal, a death in the family, an impending divorce, or a fiscal cr 
nce agai > de: 5 i 5 s 

4 again, the dean should not be distressed to be asked for counsel on 
suc aner s faculty r isi F ; 

uch matters. The faculty member's request for help is in and of itself a sign 


of respect : S 
respect and trust. How much can actually be done in such matters 


lepends entirely j F i 
depends entirely upon the circumstances of each individual case. Sometimes 
At other times, various agencies 


about all that can be offered is sympathy. 
in the university or the college can be called on to give aid and comfort to 
the faculty member. The dean should generally exercise whatever power 
may be available to provide relief, such as granting time off because of a 
death, suggesting the name of a good lawyer in an impending divorce or 
the name of a good counselor in the case of fiscal crisis. In the matter of 
a fiscal crisis, the dean should give advice, if competent to do so, but should 
never, ever, lend money to a professional colleague. After the conference, 
and after everything has been done within the bounds of reason and 
common sense, the faculty member's chairperson should be fully informed 
as to the nature of the faculty member's distress unless it has been requested 
that the subject of the conference be kept confidential. Everyone must rally 
around the faculty member in trouble and uy to give him or her all pos- 
sible support. 

Some faculty members who get appointme 
sonal” or “confidential” reasons turn out to be 


nts with the dean for “per- 
people who have no great 
no real issue with a department chairperson, 
advice of any kind. These people are in 
and one reason only: to be told how 
r work is to the college, the 
e truly amazing thing 
lass faculty members 
done in their field. 
as they attempt to 


personal disaster to discuss, 
and certainly no desire to receive 
the dean’s office for one reason 
wonderful they are, how truly important thei 
university, the nation, the world, even to the galaxy. Th 
about such people is that they are almost always first-¢ 
with excellent reputations for the work they have 

Generally they are senior professors either in full stride 
rise to the top rank in their profession Or they have already achieved that 
kind of ranking. One would think that such a man or woman would not 
need any kind of reassurance from a dean, particularly one who is not even 
familiar with the field of study in which this kind of faculty member has 
flourished. Yet, in virtually every college and university there exists at least 
one or more of these people who have a great need to be loved and 
appreciated in as many outward ways as possible. They actively campaign 
for all the honors a university oF college has to bestow, and once having 
garnered them, often look to the college and university to invent New 
honors that they can win. Almost always, such individuals deserve every 
honor they can achieve, but the baffling part is that no honor, no recogni 
tion, no reward can ultimately satisfy them. When a faculty member like this 
shows up in the dean's office on a “personal matter, 


~ the dean will have 
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very little work to do unless listening to long monologues without being 
able to say a word is work for the dean. Eventually, the faculty member will 
wind down—but never on time; if the appointment for the dean has been 
scheduled for an hour, the faculty member will not get through his or her 
speech until sixty-five minutes have elapsed—and it is then that the dean 
must do what is expected: praise the achievement, insight, wisdom, and 
brilliance of the faculty member as lavishly as conscience and sense of good 
form will permit. It is totally counterproductive to uy to teach such a faculty 
member manners or a sense of humility. Only radical surgery can change 
the personality of a successful fifty-year-old man or woman; and if that 
personality, with all of its selfishness, involution, and narrow-mindedness, 
has produced new knowledge, new insights, why should anyone even want 
to change it? The task in such matters is to encourage the faculty member 
to continue believing that his or her work is extremely good, extremely 
important, and extremely valuable. This is what the faculty member wants 
to hear from the dean, and if it is essentially accurate, then the dean’s job 
is to play back for the faculty member a version of that person's own 


self-esteem. No harm can come from it, and in the long run, some good 
may come of it. 


SOCIAL INTERACTIONS WITH THE FACULTY 


While the saying “It’s lonely at the top” has become a mocking cliché used 
to puncture the self-importance of high-level executives from various walks 
of life, the cliché has a strong core of hard 


aspirations of the college’s department 
heir desires can be met; not all 
uld not be emotionally identified 
eutrality on such matters is fairly 
it is much more difficult to avoid 
when one is among close friends. 
for—to share confidences, to seek 
advice, to reveal one’s mind to others. But that is exactly what a dean cannot 
do among friends unless those friends, or, more likely, that friend can be 
totally and utterly discreet. A totally and utterly discreet person is hard to 
find, and a totally and utterly discreet person who can be a close friend of 
a dean is even harder to find. Thus, it is reasonable to assume that even if 
the dean has spent a number of years at the college as a faculty member 
before receiving the decanal appointment, old friendships may be difficult 
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to maintain < i i i i 
itaran EE de toretaboushipa aaeeea E 
is to form, however BE or cane 3 ea sella ak 
sean ype Ni ; pn y or ciously, a kitchen cabinet of 

nds who either appear to or actually do advise on matters of college 
en a Ser al Friends are generally chosen because they are like- 
EA e last thing a dean needs is a coterie of like-minded friends 
reinforcing every thought he or she has. Thus old friendships will grow 
increasingly distant, and if the dean is newly imported from another college 
or university, it will be difficult, perhaps impossible, to form new friendships 
that will be as satisfying as the old ones left behind. If having one or two 
close friends is absolutely necessary, they should be sought from either 
outside the college in another unit of the university, or outside the college 
among people in the surrounding town or city. The new dean, whether 
promoted from within or imported from without, is going to have to accept 
the truth: it is, in fact, lonely at the top. 

But being lonely does not mean being neglected socially. The college 
dean generally has more social functions to attend than anyone else on 
campus, for invitations are received not only from all the departments in 
the college, but from the central administration and from decanal colleagues 
in other colleges to some of their events. If the institution in which the 
dean serves is made up of a single college, then he or she, like the 


institution's president, is invited to every social event connected, however 
e. The majority of these invitations must be 
seem. Social functions afford 
’s faculty members 


remotely, with the colleg 
accepted no matter how inconvenient it may 
one of the best ways to learn more about the college 
without having to conduct business with them. Of course, nearly every social 


event will have at least one person among its guests who will want to 
conduct business with the dean. There is not much that can or should be 
done under such circumstances except to listen politely and disengage from 
the enterpreneur as quickly as possible. Of course, when at social functions, 
NO commitment should ever be made except a promise to “look into the 
Matter” at an early date. The dean mainly should be a listener at social 
events. Some deans approach social functions in much the same manner as 
professional diplomats do: a party or a dinner is an event during which a 
lot can be learned about the other fellow and during which, if necessary, a 


discreet message can be dropped in the right place. This is a good way to 
performed; while no business 


approach the social duties that must be 
should be conducted, some business will be conducted; while no one is 
Supposed to learn anything from a social event, almost everything can be 
learned there. In other words, when going to a social event, the dean can 
relax, but not completely; social events can turn out tO be work. 

In summary, there are all sorts of ways that deans can deal with faculty 
members without usurping the authority and responsibilities of department 


98 THE ACADEMIC DEAN 


chairpersons. The extent to which deans relate with faculty members 
depends on their personality and nervous systems, the degree to which they 
actually wish to relate, and the number of faculty members in the college. 


QUESTIONS AND EXERCISES’ 


Following are examples of a few of the more frequent faculty problems and 
concerns facing deans. What would you do in these situations? 


1. A faculty member in the fourth year as a member of a department in 
your college has not been reappointed. The appropriate evaluation 
procedures and nonrenewal procedures have been followed. You (the 
dean ) have written the letter of nonrenewal based upon the evaluative 
materials received from the facculty, the students, and the chairperson. 
The faculty member does not understand why he was not given the 
Opportunity to be considered for tenure in his fifth year, which he 
believes is his right. He makes an appointment to discuss this with you. 

2. The reports you have received regarding a tenured faculty member's 
performance in teaching indicate that some problems exist. You and 
the chairperson have discussed the problems that the chairperson has 
heard from other faculty and students and also has observed from the 
evaluation information received from students. The faculty member 
continues to deny that there are problems and refuses to accept any 
criticism, His annual letters of evaluation are poor and he does not 
receive merit salary increases, The problems persist for several more 
years and finally reach a point whereat it is imperative that some 
corrective action take place if the faculty member is to continue as an 
employee of the university. The chairperson and ve u have documented 
the complaints over the years, sending the faculty member a copy and 
indicating that a ce py has been placed in his perse nnel file. The faculty 
memher files a formal complaint with the vice president. You and the 
chairperson receive a copy of the allegations, which state that the 
administration has interfered with his academic freedom, continually 
imposed disciplinary action on him, and withheld merit salary increases 
without just cause. 

3. A tenured faculty member of long standing who has always been 
outstanding in his work has begun to have problems, possibly ano 
tional, that are affecting the Performance of his assigned duties. You 


“Developed tor use in semi 
Archibald Longstreth. assistar 
director of Human Resource 
for Academie Athans, Flori 


Dealing with the Faculty 99 


and his colleagues have attempted to assist him in every possible way 
ited mala epee Mis perfomance has become so poor 
j s must be taken. He has been warned in his 
evaluation letters and in other communications and by many other 
means, but the situation does not improve. f i 
An attorney calls you and asks for an appointment to discuss a matter 
dealing with a student and a faculty member in one of your college 
programs. 
A faculty member in your college claims that her chairperson did not 
give her the raise she deserved. Further, she accuses you of limiting 
her raise based on her husband's income. Her charge centers on some 
casual remarks that you had made in her presence to another faculty 
member regarding her husband's income. l 
You have become aware, unofficially, that students have continually 
complained about the conduct of one of the faculty members in your 
college. You have learned that some students have unofficially informed 


the office of student affairs that a particular faculty member has had 
vailable. Furthermore, the stu- 


them. You were also told that 
plaint (at least for 


parties where illegal substances were av 
dents claim they were encouraged to use 
the students said they would not lodge a formal com 
now) because of fear of reprisal. 

A faculty member is arrested by city police 


distribution of child pornography (photos, motion pictures, etc., 
iil; a trial date is set for a date six 


do prior to the trial? The faculty 
s. Adjudication of guilt is 
and charges are sealed 


for the possession and 
of 


teenagers). He is released on ba 
months after the arrest. What would you 
member then pleads “no contest” to the charge 
withheld and all the records relating to the arrest 
by the court. What now? 


One of your chairpersons comes tO Y 
Nonrenewing an instructor who, he claims, 
not disruptive at faculty meetings. but she 
view on most issues. She is a fairly good teacher but do 
of her way to help students. While she has done an adequate job in 
performing her assigned duties, he wishes she would just leave. She 
has already told the chairperson that you do not like her and want to 
see her fired. She claims that any actions taken against her would be 
made on the basis of sex. , 

A tenured faculty member in your college will reach the age of 65 
within a vear. You want him to retire so that you can replace him with 
an contribute more 
ting with him to in 
files a charge of age discrimina 


‘ou to seek your support for 
“just does not fit in.” She is 
takes the opposite point of 
es not go out 


a faculty person who € to the research role of the 
department. You arrange a mee! form him of your 


decision. Based upon the discussion he 


tion with the coordinator for affirmative action. 
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10. A faculty member has demanded a copy of the following materials: 

a. Current résumés of.all members of the mathematics department; 

b. All evaluations that you, as dean, have made regarding these faculty 
members’ performance; 

€ Any grant applications these faculty members may have submitted, 
and any correspondence regarding the approval of such applications; 
and 

d. All documents relating to your college’s budget for the past five years. 

You have conservatively estimated that a response would consume fifty 

hours of staff time and involve copying over two thousand pages and 

you know, of course, that you cannot release your evaluations of another 


person's performance to anyone except officers of the institution. What 
are your options? 


Dealing with the 
Students 


O À r ‘ > 

ne would think that a dean who supervises an academic or instructional 

unipeonsed ar 

nit consisting of two or more programs, departments, Or divisions would 
he prime reason for the existence of 


be heavily involved with students, t 
academic or instructional programs. After all, back in 1908, Charles Eliot, 
— of Harvard, wrote that the dean is “responsible for the discipline 
=< S In the undergraduate departments much of his time is given to 
thelr arse with students who need advice or pecuniary aid, or who neglect 
Opportunities, or become dangerous to their associates."* But in 
American higher education times have changed. Of all the officers of a 
college—its faculty, program directors, department chairpersons, assistant and 
associate deans, and dean—the dean is likely to have less to do with students 
than anyone else when performing the routine duties of the office. Deans, 
generally speaking, do not spend much time with students; the amount of 
time spent with them probably takes up 


d less than 10 percent of a working 
ay. Why does this state of affairs generally obtain throughout higher 
education? 


In most universities and college 
years an Office of Student Affairs w 
larger universities the director of this office is t 
student affairs, and in smaller universities and colleges the title is either 
dean or director of student affairs. This office has its roots in pre-World War 
II days in something that used to be called dean of students or, variously, 
dean of men and dean of women. The typical modern Office of Student 


Aliats; which began as a kind of benign monitor of student conduct, now 
as a large array of services and responsibilities, all directed toward promot- 


s, there has been established for many 
ith institution-wide responsibilities. In 
itled vice president for 


"Ch: a i 
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ing the welfare of students. The conduct-monitoring function is still in place, 
although greatly attenuated since the demise of the in loco parentis 
philosophy that once informed virtually all colleges and universities in 
America. There are now offices that offer various kinds of counseling for the 
different types of student needs. In most institutions, career counseling is 
provided by the student affairs office, as are psychological counseling and 
special programs in sex therapy such as Tape awareness and rape counseling. 
There are programs in student affairs to regulate and provide guidance for 
fraternities and sororities on campuses where they exist, and for a host of 
other kinds of student societies. The rise of student unions, at many colleges 
and universities the most imposing building on campus, has led to a 
proliferation of services ranging from quasi-academic noncredit courses 
(with titles such as “Aerobics Are for You!” ) to just plain organized zaniness 
(“Frisbees are Freedom”). Special programs generally located in the Office 
of Student Affairs include aid for handicapped students and honorary tutor- 
ing services or societies. The Office of Student Affairs may have abandoned 
the philosophy of in loco parentis, but it has provided in the place of that 
philosophy an imposing array of services that replace, in a truly operational 
Sense, not only what parents once did for students before they came to 
college, but what the students’ home environment provided them before 
they left home. 

Deans of academic or instructional units such as arts and sciences: 
business, and education are not figures generally sought after by the students 
enrolled in those academic units. Furthermore, in all but the very smallest 
of these, the dean is further removed from the students by the presence in 
his or her office of a part- or full-time person, generally carrying the title of 
assistant Or associate dean, who serves essentially as that academic unit's 
student personnel officer, This individual has primary responsibility for 
dealing with the Many and varied aspects of student academic life in the 
college or division: course scheduling and advising, the latter encompassing 
AOC only degree program guidance, but also matters relating to academic 
failure or success and academic probation, as well as problems relating tO 
student-faculty interaction. Currently student consumerism is a rising tide. 
and the job of the dean's student personnel officer is a full-time occupations 
the student personnel officer generally has a support staff ranging from one 
en people, depending on the size of enrollment in the academic O" 
instructional unit, and has general Supervision of all faculty members in that 
unit who are assigned on a part-time or full-time basis to academic advising 
activities. If the dean has a 800d assistant or associate dean in charge Of 
these activities, the chances are slim that a student will ever get as far a 
the dean’s office to discuss such matters. 
The Presence of an active, energetic Office of Student Affairs with 
Institution-wide responsibilities, coupled with a well functioning student 
personnel officer in each of the academic units within the institution, lead 
generally to only one conclusion: deans will see only the best and the worst 
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students i Ams 
ie ei fear ie ai their supervision unless they make a conscious 
S E a os =~ in at least a few aspects of student life. The very 
leds an =< have no reason to present themselves to the dean; 
‘alleen a ead those whose accomplishments are extraordinary 
selediles Taraan as nite cases except as deans arrange their work 
eUeaaatnen, waren SS with student honor societies, standard student 
cils that are a part of the college's life, special student task 


forces 
es, or speci 
rp special student concerns. 
eventually some indivi 
Sian te 1 ah some indiy idual students with cases that are so bad that 
will or) aed ean’s personnel officer either cannot (or sometimes simply 
al with them find their way to the dean's office. The most 
ers to the 


common of 
of such cases ; 
uch cases generally involve students seeking waiv' 


Various ri 
s rules a nae: a 

ind regulations of the college or university. These requests for 
and in order of importance. The most common 


Waivers vary wi 
ers vary widely in nature 
requirement: “I had that in high 


request js - 7 
Be F peas of a particular course 
broadcaster Th y i aoe do calculus, and besides, 1 won't need it as a TV 
student’s e requests almost always occur near the very end of the 
be traced back fe very shortly before graduation, and their roots can 
of delay aed Se rough the student's transcript which will contain a history 

ji sometimes artful dodging. Sometimes the waiver involves not 


the © 
course 

professor who regularly teaches it: 
e me fairly. Td take the 


s the waiver involves a 


“HE doesnt apne itself, but the 

Course if esate > sorority women and won't grad 

grade point ay someone else taught it.” Sometime 

requirement: “T have prerequisite for graduation or a grade point average 

two “A's” in ali ie only one “D” in my major. | made “C's” or “B's” plus 

average of 1 9 : ae other courses in my major. I have an overall grade point 
98 and that’s really the same as a 2.0." 


Someti 

’ etimes a s ; : 

from the ee a student will take an answer of 
dean despite what such a student has been told by the faculty 


advisor ri 
isenine ne oe chairperson, Or the assistant OF associate dean. In 
the student bonia student's petition or argument, the dean must be wary; 
have been ; z con artist is a figure upon which countless campus legends 
them a stri based. In the very great majority of cases. deans who have before 
Student mae of negative decisions from faculty advisors, chairpersons. and 
can't do it A re officers, will also have to say to the student, “No, you 
ASSOciates wi deans get in the habit of reversing decisions made by their 
OWN stude ho deal with students, then the deans will quickly become their 
dent personnel officers, a function NO any academic 


“No, you can't do it” only 


t found in M 
there is incontrovertible 


leans’ i 
S joł ee 
evidence a descriptions. Only in cases where t ! 
Made of a miscarriage of justice should there be a reversal of decisions 
previously by others 
if, let us say, the faculty 


the dean, 
t. and the 


An 
hore diffie A 
difficult problem is posed for 
` In other 


advis 

sor a 
aSsistant R a student's request, the chairperso! 
Words, if a says to the dean, “I don't know; you 
he decision making chain below the de: 


n disapproves i 
1 figure it out.” 


an is not in agreement 
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about what to do in a particular case where a student seeks a waiver of an 
academic rule or regulation or policy, the dean has to act like a dean and 
make a decision. Obvious rules to be observed in such cases are: (a) never 
punt. Sometimes delay is necessary in order to gather more data or let 
emotions cool, but eventually the dean must act, or someone else such as 
the vice president or provost or president will act for the dean. (b) Never 
worry about having a decision in such cases overturned by higher authority; 
it is better to act and be overturned than to have someone else act for the 
dean. (c) In the great majority of cases the student should not be given the 
waiver because in a well-run institution rules and regulations are not 
mindless; they generally serve real and useful academic purposes. (d) Never 
worry about precedent-setting, also known as the domino theory of decision- 
making; decanal decisions in such cases can almost always be fashioned in 
such a way as to avoid precedent-setting. (e) Cling to common sense; in 
the last analysis common sense should prevail over policy. This suggests 
that sometimes academic policy is not fully informed by common sense. ( 
Whatever decision is made, it is incumbent upon the dean to explain as 
clearly and in as much detail as necessary why the decision was made. 
Without explanation, even the most Solomonic decision can appear tyran- 
nical to the mind of a disappointed young man or woman. f 
Given the fact that a college or university is a thoroughly meritocratie 
organization, that students, like their faculty, advance through a well-defined 
grading system (although the faculty's system may not be as well defined 
as that of the students), it should come as no surprise to the dean that 
occasionally it becomes necessary to deal with a student's grade appeal. A 
wise dean insures from the outset that a grade appeal process is in place 
a the college in order that students may, in unusual cases, have a forum 
in which to explain to others besides their professor that a particular grade 
was inaccurately, perhaps even unfairly, assigned. Such a process shoul 
never become a regular and oft-used mechanism. If it does, something İS 
wrong with either the faculty or the student admissions standards. Neverthe 
less, it is important to have the mechanism in place, and it is equally 
important that the workings of that process stay as close to the faculty 45 
possible. Departmental faculty committees are the proper locus of such 
activities; the dean's office is not. The farther away from the faculty such 
mechanisms are located, the more dangerous they become. That's why @ 
president or chancellor should never hear a grade appeal. And no matter 
what mechanism is put in place and no matter where it is located, the 
cardinal rule in any grade appeal process is that a professor's grade cannot 
be changed by anyone except the professor. The appeal process thus has 
to be designed to identify any deviations from the announced criteria or 
process to be followed in assigning a grade and to allow the student t 
identify any unfairness in the assignment of that grade. But while inac 
curacies in following the criteria and/or process can almost always pe 
identified with a high degree of objectivity, fairness is almost always in the 
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eyes of the beholder. Very few faculty members will hold fast to an assigned 
grade when presented with objective evidence of inaccuracies, but very few 
faculty members will accept either a student's or a third party’s definition 
of fairness. Thus, at best, a grade appeal process can only present evidence 
and/or opinion to a professor; it is the professor, and only the professor, 
who can change the grade. Of course, as always, the rule of common sense 
must prevail; the grade assignment of a certifiably ill and mentally incom- 
petent professor should not be allowed to stand, not only for the petitioning 
student, but for all the students in that class. 

Hence, when confronted with a student petitioning for a grade change, 
there is little the dean can do except listen to the student, review the 
evidence, and if it is believed that either inaccuracy or unfairness has played 
a part in the assignment of the grade, talk to the chairperson of the 
professor’s department. If a grade appeal mechanism is not in place, a single 
experience with one petititioning student in a grade appeal case will be 
enough to convince the dean that such mechanisms are necessary. Deans 


should not change the grade under appeal, nor should they recommend to 
the appropriate department chairperson that the grade be changed. The dean 
can, if he or she believes it is right to do 50, recommend to the faculty 
member that the grade be changed. But if the faculty member refuses to do 
SO, and if the faculty member is not ill, then there is nothing more that can 
be done. i 


Finally, occasionally the dean will find in ice — 
has a horror story to tell. Almost always, these horror stories turn out up 


close examination not to be as horrible as they were when they were first 
heard. Sometimes, during the course of the dean’s interrogation by fio 
bearer of the horror story, the story itself loses some of its color > a 7 
and is reduced to something more rational. Sometimes, it takes a few ap 
Of investigation to bring the story into focus and make it fii more Tean 
mith reality. Generally, bearers of horror stories more often recite t A e 
in the Office of Student Affairs than in the academic dean's omes, an that 
is because there is not much room for horror to develop în a c sone = 
a faculty member's office; it is much more likely to develop in dormitories 
and in other forms of student residences. memes took 

In the past, however, there was a kind of horror that By | ie 
Place in the classroom, and its most distressing and pab pean oe" 
“rimination against students based on either race OF eet. aT eed 
meee a for 3 aran n — ja eos age continue 
discrimination in the classroom. Unfortunately, subtle n faculty members 
a probably will continue for a long time. But very few a ts ta the 
intentionally make slurring racial remarks or tell insulting cai jokes pete 
classroom, When they do, and when the dean is confronted het radi 
ihe carefully thought-out action is necessany- eee jut resolution, 
tions should be avoided, for the longer the situation goes os aii td 
the more it festers; and the more it festers, the more likely it 1 


his or her office a student who 
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a semipublic or public ugly episode. The dean generally tias ae 
essary apparatus available to him or her to bring the operon eaten of 
and every effort should be made to settle the matter best t ie = a let 
the college. Sometimes the participants on either or both a str te 
the dean settle the matter but insist upon taking the issue to higher S p 
namely, the president and/or the university's or college's prem fe 
possible, these excursions into the public or semipublic cua sre Un 
avoided, for unless the faculty member is a habitual offender or an “ 
reconstructed racist, resolution can be found without extramural gre 
If the report of racial discrimination is validated by an E 
punishment must be severe enough to act as a deterrent ees 
incidents. A message must be sent to the offender and others who 
be potential offenders. TEENE T E 
Sex discrimination is generally more prevalent than race discrimina hi 
in the classroom, and the former takes on many more different forms a 
the latter. Generally, women are more often the victims of tasteless ia ter 
generalized and cavalier references about the alleged foibles of the aad 
sex,” and, occasionally, recipients of unwanted and unsolicited ee ae 
If students report such incidents, the dean's reaction to them must be A 
same as to racial discrimination—action must be swiftly but carefully ae 
ecuted. Most universities and colleges now have special officers, — 
located in the Office of Student Affairs, to deal with such problems, an 
more often than not, the dean of an academic unit is among the high 
know that one of his or her faculty members has been charged ee 
discrimination. But whether the dean is the first or last to know, eet 
and preventative action must be taken. Again, if a report of such pyle 
proven to be valid, a firm, unambiguous message must be sent to t 
offender, sie be 
Fortunately the academic dean is not often presented with acne 
students victimized by racial or sex discrimination; however, horror gon 
about poor teaching are regularly presented by students. Under the manra 
category of poor teaching are subsumed a host of sins: unfair grading g : 
most frequent student complaint), boring lectures, irrelevant lectures, tas H 
less, scatological lectures. When a d 
rational complaint about a fac 
unfair grading, certain factors 
in question a required course 
prelaw students? With this inforr nee 
find out whether the accused instructor has a history of such campan 
Required courses, particularly those in chemistry and calculus, are ont 
regarded by students not majoring in those fields as unfair impositions; ty 
grading system other than 4 guaranteed pass will satisfy some students an ma 
are required to take such courses Students in professional schools a T 
law and medicine are subjected to Many pressures tọ achieve a me 
grade-point average, not the least of which is the pressure they generate 
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themselves. These pressures make many of them believe that virtually any 
course they are required to take is presided over by a poor teacher who is 
an unfair grader. Thus, the dean needs to be very cautious about such 
allegations. A fairly consistent history of complaints about unfair grading 
does warrant investigation and, if possible, remedial but not necessarily 
punitive action. Generally, such complaints are launched by students in 
certain professional schools or programs against professors who teach 
required courses located in the arts and sciences. This happens frequently 
in departments such as chemistry. Why? Because professors of chemistry are 
More apt to be unfair? Not at all. But professors of chemistry care a very 
great deal about their subject matter, and some of them eventually become 
at least a little embittered over having to teach hordes of students who have 
no interest whatsoever in chemistry and can hardly wait to get a passing 
grade and leave chemistry behind forever. Bitterness can generate rigidity 
and rigidity can easily be translated by an unhappy student into unfairness. 
In such cases, the dean has to hope that the grade appeal mechanisms 
established in the departments will draw the attention of the department 
chairperson and the departmental faculty to the fact that an unusual number 
of complaints have been lodged against a particular professor. If this 
attention has not been generated, and it is the dean's unhappy lot to have 
to deal with the problem, the sole expedient is to force the problem and 
its solution back on the department. Solutions are available to the depart- 
ment: personal counseling of the professor by the chairperson, workshops 
or short courses in teaching effectiveness put on by one or more agencies 
within the university or college (seldom, however, can a senior professor 
be made to believe that he or she is in need of such services), or finally, 
relief from assignment of teaching a particular required course. It is mier 
esting to note that students rarely lodge charges of unfair grading ae 
faculty members teaching junior- and senior-level courses in the pee baie ac 
schools or departments in which the students are majoring. In such T ae 
Ments, the professor and the students are more apt to be of one a ` 
parties like the subject matter, the students are enrolled in. tre seit 5a 
because they want to be there, and the faculty member is teaching a course 


he or she likes to teach. ER s 
Complaints about professors who are boring or irrelevant bye sg gr 
are often the most frustrating kinds of student complaints oo ies 
experiences. Some faculty members, while highly competent in ger oe 
are simply incapable of being interesting iN me e should 
exciting as they go about their classroom work. — f cas adsl 
remain if at all possible the province of the oc aaa n a will help 
colleagues within the department. Sometimes personal oar es na it omies 
burithat kind of counseling is generally much more effective r sine ae 
from the faculty member's department chairperson than from the = t, yes 
dean should always remember, however, who is calling whom os ` : 
irrelevant: what may be boring or irrelevant to some students may be 
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absorbing to other students. If student complaints about ig ioe 
petence turn out to be. valid (for example: “Doesn't know ee aie 
matter”; “Doesn’t know how to assign grades”; “Can't speak gona ne 
English”), then everyone is embarrassed because: the ZID pe this 
obviously broken down. The department did a poor job nas, $ dly 
particular faculty member in the first place; the evaluation process = oa 
flawed; someone somewhere was not truthful in writing a letter of re ie 
Incompetence cannot be tolerated, and the dean must take whatever ac 


= $ 3 seit astion. 
is possible to upgrade, isolate or terminate the faculty member in que 
After this painful process has been observed, th 


e dean needs next to decide 
whether the department chairperson who recommended the hiring of this 
faculty member should be replaced. sonia 

Of course, the easiest problem to solve is one in which complaints “a 
been lodged against a faculty member for tasteless conduct in class, ae 
conduct usually taking the form of off-color jokes, scatological language, an : 
frenzied behavior, Generally such conduct is exhibited by the young be 
who, in a misguided attempt to be the students’ friend or to be thought O 
as just another student, e 
Personal counseling by 
usually very effective in suc 


P selin; 
seasoned professor, then personal counseling 
1S generally insufficient because the 


as the worst students appear in the dean’s a 
appearance of this latter group that makes he fa 
melancholy budget hearings, scientific equipme 
Wars over space allocations, the appearance | 
the dean’s office of ; who has come to be presente 
with a medal or a pl n have an indescribably salutary 
effect on the dean’ e institution, and the job itself. 
The perfect dean member, would have as students 
intellectual stars. Thus the ap 


S view 
in the per! 
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dean should ask the students not only about their achievements, but about 
their academic experiences. “Who was your best teacher this year?” “What 
was your favorite course?” “Why did you choose a major in this program?” 
These bright students can sometimes tell a dean as much about life in the 
institution as can the department chairperson. If an academic unit within 
the institution has some kind of newsletter or promotional publication, these 
excellent students should be featured prominently in each appropriate issue 
of the publication. This means posing for pictures, and that means being 
patient and being willing to spend time with the students. Bright students 
can tell the difference between a dean who schedules fifteen minutes for a 
congratulatory presentation and one who schedules an hour for the same 
ceremony, And an hour spent in the observance of such activities is worth 
it, not only for the students, but for the dean. 

Most universities and colleges have something called student govern- 
ment, an entity that is generally irrelevant to the institution's various and 
diverse academic enterprises. Student government is an institution-wide 
Organization primarily concerned with the general welfare of students. It 
provides ambitious young men and women with opportunities to run for 
office and acquire experience in student politics. Academic deans generally 
have little to do with student government. Presided over by students who 
Stay in office for a year or less, student government has no institutional 
memory or stability, and its participants almost always have to be taught the 
same lessons in governance, finance, and decorum over and over again. 
Such instruction is usually provided by the people in the Office of Student 
Affairs, not the academic dean. 

But the dean of an academic unit should have an advisory board in the 
form of a student council or a student committee to serve as a mechanism 
for communication with the students in that unit whether it be a division, 
school, or college within the institution. The student council acts as an 
antidote to an institution-wide student government and provides an arena 
for students to become interested in and participants in the academic life 
of the unit over which the dean presides. Student councils serve a good 
Purpose for the dean; they furnish information on how the students are 
faring; they give the dean a chance to explain in person the various 
academic policies; and they are a constant, living reminder of the original 
and main purpose of the division, school, or college—to educate students. 
Generally, students who serve on councils or committees are among the 
best. They serve not for political purposes or to pad a résumé, but to try in 
various ways to advance the educational purposes of the various academic 
Programs. Idealistic and sometimes impatient, they can—and do —serve as a 
goad to the dean, stimulating action toward reform and innovation that is 
healthy for the general welfare of the institution and its programs. Students 
are not professional academics, and, consequently, there are times when 
their perspective about academic life brings an uncluttered and fresh insight 
to both old and new problems that every educational institution ex 
periences, 
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Of course, such councils or committees should be advisory; niet one 
wants American higher education to be subject to the — ac 
experienced by Latin American colleges and universities, a apecia nie 
egalitarian tyranny that has prevented in some ways the soca ne 
curriculum in Latin America and, lately, in some European universities. fen 
simply because a student council or committee is advisory is no reason - 
its advice to be treated lightly. Its advice can be rejected, but only upt 
careful, detailed explanation of the reasons why the advice was hejected. In 
fashioning such explanations, the dean and his or her staff are forced to 
analyze why certain policies should remain in effect or why they should w 
should not be implemented. This kind of process can only strengthen 
academic programs and help improve the leadership of the dean. There ae 
many different ways to establish the membership of a student council or 
committee, but perhaps the most efficient is to ask for recommendations 
for appointment from the department chairpersons. In this way PIDDET 
representation of all of the programs is guaranteed, although elections by 
categories of the disciplines or departments can accomplish the same 
purpose. Once established and properly utilized, student councils can pro- 
vide substantial benefit to an academic unit or program. 

Occasionally the dean may encounter a situation in which it is desirable 
to appoint special student committees or task forces to provide advice. New 
curriculum policies under consideration might benefit from suggestions 
tudent task force. New criteria for evaluating 
would certainly benefit from student 
colleges and universities across the land 
at elect or help elect annually the award 
“Teacher of the Year” is a common term 
s, either graduate or undergraduate, can 
generally benefit from student Opinion, and it never hurts when presenting 
f a new degree program to be able te 
rt for such a program. In short, students 
allies, as people just as vitally concerned 

stitution and its programs as the dean and 
the faculty, 


Finally, one should never forget that st 
the students are treated by the in 
institution when they become alum 
powerful and strong, | 


udents become alumni. The better 
stitution, the better they will treat the 


ni. While wealth may make an institution 
ove by its alumni will make it great. 


QUESTIONS 


The followin: 
their respect 
deans are in 


8 questions are intended to help deans analyze the situation at 


ive institutions regarding the extent to which, and in what ways, 


volved with student problems and activities. 
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Exclusive of formally scheduled functions or ceremonies, how much 
time does the dean spend (average number of hours per week) talking 
with one student at a time? With a group of students? 

How much time (average number of hours per week) is spent on 
formally scheduled functions or ceremonies for students? 

What is the ratio of time spent on student problems as opposed to 
friendly communication for the sake of communication? 

Do deans feel that more time should be spent with students for the sake 
of friendly communications? Please expand a Yes or No response. 

What are some suggestions for the types of student activities and events 
in which deans should become more involved than is the practice at 
present? 

Are there statements in this chapter that you disagree with? If so, which 
ones and why? 


Relations with 
Presidents, Provosts, 
Vice Presidents, 
and Other Deans 


The administrative organization of most universities and colleges consists of 
a tripartite structure, namely, academic affairs, administrative affairs, and 
student affairs. Thus far in this book, our concern has been mostly with the 
academic affairs portion of the structure and with the academic units in it 
such as colleges, schools, or divisions that are supervised by deans. We have 
Spent considerable time discussing relationships that the dean has developed 
in his or her own academic unit. Within academic affairs there may be two 
Or three, sometimes fifteen or twenty, other academic deans to work with, 
live with, and build with. Each supervises a college, school, or division 
within academic affairs and generally has responsibility for two or more 
Programs or departments. All spend most of their time dealing with the 
internal matters of whatever academic unit happens to be under their 
Supervision, including faculty, department chairpersons, curricula, degree 
Programs, budget, and physical facilities. A number of institutions have 
academic deans who preside over single discipline or nondepartmentalized 
Units. Some deans have institution-wide responsibilities such as continuing 
education, undergraduate studies, and graduate studies. Deans must deal 
with each other and provide the same kind of attention and analysis given 
to internal matters. They must also deal with a president or a chancellor 
and an academic vice president or a provost or both, as well as with 
appropriate individuals in the administrative and student affairs portions of 
the tripartite structure. 
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THE DEAN AND THE PRESIDENT 


The dean’s relationship with the president or chancellor aie Lene 
a simple rule: the larger the institution, the less likely the a vane — 
with the president; the smaller the institution, the greater u edl pir 
close working relationship. In one large midwesten E i i eon 
recruited dean asked, after a short interview with the president, i sn 
see him again?” In most institutions it is the president, upon a 
tion of the academic vice president and/or the search committee, bp 
personally appoints the dean to office: the president is invariably ae ae 
recruiting the dean at least to the extent of interviewing the short i A 
recommended decanal candidates and either choosing or approving ‘ 
selection from the list. But the recruitment and appointment process is fo 
by any means the only interaction the dean will have with age 
president. In most institutions, large or small, there are at least three: T 
areas of operational relationships requiring a high degree of cooperati h 
(a) ceremonial, including commencements, convocations, and other n : 
events; (b) fundraising activities in private and public sectors; and (c) the 
dean’s efforts to recruit faculty and department chairpersons. 


Ceremonial Activities 


ies in which the dean and the jiresigen: 
ean must attend and participate in jar 
n even though the president and the BUR 
€ntion, shake hands, help confer degrees, 


conference or symposium, 
Most institutions have something called 

is made up of the president, 

sometimes some of the directo 


3 4 ich 
an administrative council, en 
the vice presidents, all the at 
rs This is different from the presid 
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cabinet or executive staff. In large universities the administrative council 
seldom meets because its membership is too large and too diverse to 
constitute an efficient working body. But in smaller institutions the president 
may frequently meet with his or her administrative council and some 
business may actually be conducted at those meetings. In such cases the 
dean's relationship with the president is quite important. Meetings with the 
president and small or large groups of other deans pose both opportunities 
and hazards. In these types of meetings, the president has the opportunity 
to compare the deans with each other in terms of their effectiveness in the 
council. During such occasions it is important for the dean to demonstrate 
several abilities at once, depending, of course, on the issues before the 
group; the dean should demonstrate leadership, cooperation, ability to play 
on the same team, tough-mindedness, and generosity. The dean must be an 
advocate for his or her academic unit, yet be an advocate for the general 
welfare of the whole institution. During times of great prosperity, dividing 
up the spoils can be as difficult as accepting, in times of poverty, one’s fair 
share of the misery. All presidents like team players; most presidents admire 
courage and a proper regard for the welfare of the academic unit entrusted 
to the dean for protection and nourishment. The appropriate balance of 
these attributes is the hallmark of a very good dean, and a very good dean 
is considered a treasure. Thus the conduct of the dean in council meetings 
with his or her peers is critical in shaping the relationship between the dean 
and the president. i 
Some ceremonial relationships between the dean and the president go 
beyond what appears to be mere ceremony and become instrumental 
relationships. There are times in the dean's professional life when the 
Presence of the president is necessary to the dean’s plans to effect radical 
reform or to introduce an innovation of some kind. At one time or another, 
every dean is going to have to launch a difficult and controversial endeavor. 
These endeavors can take many forms: the establishment of a new degree 
Program that, while needed, may threaten the status, even the future, of old 
degree programs; the introduction of new standards of performance for 
faculty or students; the establishment of a new department; or the rare and 
dangerous act of abolishing an academic department. These are the gs 
types of change that occasionally threaten the equanimity of academic life 
and the dean’s serenity. At such times it is often important that the initiation 
Of discussion about such matters be introduced by the dean with we 
President in attendance. Generally, the presence of the chief academic 
Officer such as the academic vice president or provost is sufficient, but i 
Never hurts to enlist the aid of the president as well. If the new endeavor 
is highly controve sial, the support of the chief academic officer will have 
een secured in advance, but when the battle is joined, the president is 
Ound to be at least peripherally involved sooner or later, so why not from 
the start 
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Fund-Raising Relationships 


One of the close working relationships a dean can have with the president 
is in the area of fund-raising. There are many facets to this working 
relationship. There is need for the president's presence and, sometimes, 
involvement with the dean in raising funds for one of the dean’s projects. 
There is need for the dean’s involvement with the president in raising funds 
for institutional projects. The president's endorsement and advocacy are 
needed in federal and private fund-raising projects such as major contracts, 
grants, and proposals for a college, division, or other academic unit. And, 
in the case of public universities and colleges, the presidents’ support is 
needed in legislative forays to secure funds for new programs, colleges, 
buildings, and other large-scale projects. 

Of course, any large-scale project that raises funds for one of the colleges 
or divisions in a university has to have the approval of the institution's 
president before it can be launched. But many times such projects need the 
active involvement of the president at both the beginning and end, and 
sometimes in the middle, of the process. Any professional academic fund: 
raiser will flatly state that an institution's chief fund-raiser is its president; 
while not usually engaged in identifying prospects or making preliminary 
contacts with prospects, almost invariably the president has to “close the 
deal.” Thus the dean cannot raise money for one of the academic com- 
ponents of an institution without the help of the institution’s president. And 
in this way the dean and the president will be thrown together into a close 
working relationship in pursuit of gifts or donations. It is during these times, 
few though they may be, that there is the best chance to educate the 


president about the work, needs, and aspirations of the dean's college, 
division, or academic unit. 


Just as the dean needs the 
college or division, so there ar 
to help in private fundraising 
of professional schools, particu 


President to help raise private funds for the 
€ times when the president needs the dean 
for the institution at large. Generally, deans 
} larly law, medicine, and business administra 
tion, develop excellent relationships with affluent supporters of the institu- 
tion. A business administration dean of any consequence at all has 
developed good working relationships with bankers, heads of large an a 
small financial institutions, and other captains of industry: These relation: 
ships are important not only to the welfare of the dean's college, school, OF 
division, but to the institution at large. Hence the president will almost 
always call on the dean for help during a fundraising project for the 
institution at large. Usually, the president needs the deans help simply © 
develop a prospective donor's interest in an institutional priority, sometimes 
the dean may be called upon by the president to persuade the prospective 
donor to give toa university-wide project rather than to a project for a single 
unit: a science building rather than filling in the north end zone of the 
football stadium; a classroom building rather than an opera houses of, 
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possibly, a wing on the library rather than a wing on the business administra- 
tion building. In such cases, about all the dean caa do is put on the uniform 
of a team player and hope that the president has a good memory and a 
long tenure. If the dean can help the president, surely eventually the 
president can help the dean. 

Every once in a while an institution is presented with an opportunity to 
secure a large grant or contract from a federal agency or a major corporation. 
Usually, these grants or contracts involve more than one academic depart- 
ment; they may involve many departments, two or more colleges or divi- 
sions, or the whole institution. No dean can achieve success in these 
enterprises unaided. A steering committee is usually formed to secure the 
grant or contract, with a membership that includes department chairpersons, 
deans, the academic vice president, and the president. After all the turf 
battles have been fought and won or lost, after the various levels of 
departmental and collegiate avarice have been contained and balanced out, 
the president is called upon to be chief spokesman or advocate. Here again 
the dean has an excellent opportunity not only to demonstrate sagacity and 
statesmanship, but also to educate the president about the accomplishments, 
needs, and aspirations of the academic unit containing the departments and 
programs under the dean’s jurisdiction. Quite obviously, such institutional, 
or at least interdisciplinary, endeavors help to educate the dean about the 
rest of the institution. 

___In state-supported or, as some like to de 
institutions, there occur fairly frequent opport 
and the state’s general revenue receipts are ui 
a special request for special funding from its state 
these requests involve buildings, sometimes special 
National competition, sometimes special increases fo 
purchases. If the dean has developed good relations 
key legislators, the president will often call upon the dean for help. The 
Odds are that deans of professional schools or colleges such as medicine, 
law, and business, have already developed these relationships with legis- 
lators; even legislators get sick, or need legal advice, Or financial advice. 
However, liberal arts deans, engineering deans, indeed, all kinds of deans 
are also capable of developing excellent relationships with legislators. Any 
well-run state university or college has a vigorous program dedicaten. ta 
Making certain that state legislators know as much as possible about the 
institution, and such a program must heavily involve academic deans. Thus, 
When the president calls upon the dean for help in the legislature, yet 
another excellent opportunity is presented to educate the president about 
the dean’s part of the institution. In such circumstances, however, the dean 
Must be very cautious and avoid any temptation to cut a deal on the side 
OF try an end run with a legislator. Legislators are politicians, and politicians 
more than any other group in society like to compromise, make deals, and 
Otherwise encourage special arrangements. That is their nature, and that is 


fine themselves, state-assisted 
unities, when times are good 
p, for the institution to make 
legislature. Sometimes 
salary increases to meet 
r large-scale equipment 
hips with one or more 
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z ~i F 4 an 
the substance of their professional lives. It is a heady geet ie mam 
to be taken into the confidence of a chairperson of a legislativ - tee E 
tions committee or a speaker of the House. The cg i des, i 
legislator cut a deal is large and sometimes compelling, ü Pee 
must be remembered, has to go back to campus and five ani seg? 
other deans, the academic vice president, and the lice! Arie 
should never confuse which team he or she is playing on; the ho 
is not in the state legislature. 


Recruiting Activities 


Most deans like to believe they are charming, persuasive, skillful eS 
While this is an illusion not limited to deans, or, for that matter to e o 
in general, it is an illusion that can sometimes be fatal to a dean's = net 
recruit a superstar to the college as a major professor or as a sah ni 
chairperson. The first thing to remember about superstars is that n oan 
without exception they have very large egos. The brilliant, very pro Ba, me 
academic scholar is generally characterized by abnormally strong sels al 
fidence, a selfishness that shuts out the world in order to achieve mn 
Success, and a belief in his or her own importance. These are not necessar ! 4 
bad traits and are by no means to be equated with viciousness 
malevolence, but they are traits that demand careful analysis when a my 
is going about the business of recruiting such a person. The dean ee y 
remember that important people like to be paid attention to by oth 
important people, and the dean, whil 
important as the president—or maybe 
although the latter instance is 
dean should establish an agre 
president, when possible, to h 
Superstars like to be interview, 
from presidents urging them 


Superstar, the president's involvement in oo 
n if large additions of funds, equipment, re 
ent package. Once again, the dean needs at 
be very cautious about such matters; it is appropriate for the dean to ct 
the commitment of the President to find the extra dollars or space for in 
Superstar, but that commitment should never be negotiated with the eel 
dent alone. The academic vice president is the first stop on the way oft hé 
perilous journey, and the dean must make absolutely certain that ral 
academic vice president is agreeable to commitments for meen 
resources. Indeed, the best Strategy for the dean in such cases is to get 


à dean 
commitment for resources from the vice president and then for both 
and vice president to get the president committed. 


Space are part of the recruitm 
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In summary, then, it seems obvious that an academic dean does, indeed. 
have many opportunities to work with the president, and that the new dean's 
plaintive question, “Will I ever see the president again?” is overdrawn even 
when applied to the largest of this nation’s universities. What is important 
to remember is that in all of the various ways in which the dean and the 
president interact, the dean and the dean’s group of programs as well are 
always on trial, for the president will usually tend to judge them by the 
dean’s actions and reactions to the problems and opportunities and chal- 
lenges that the dean and the president face together. In many ways, these 
relationships are the most interesting and exciting part of the dean’s job. 
They are seldom routine or boring. 


THE DEAN AND THE CHIEF ACADEMIC OFFICER 


The institution's chief academic officer is variously called the provost, the 
academic vice president, the academic vice chancellor, and in smaller 
institutions, the dean of academic affairs or the dean of instruction. For the 
purpose of discussion in this chapter, the chief academic officer will be 
referred to as the academic vice president. The relationship between the 
academic vice president and the dean is much the same as the dean's 
relationship to one of his or her department chairpersons. Just as the dean 
out academic missions of the depart 
e dean to carry out the 
two or more chair 


relies upon the chairperson to carry 
Ment, so the academic vice president relies on th 
academic mission of the dean's academic unit. Usually 
Persons report to the dean, and two or more deans report to the academic 
vice president. Just as the dean must balance the needs and aspirations of 
the department chairperson, the vice president must perform the same 
balancing act with two or more deans. The larger and more diverse the 
Institution, the greater the pressures on both dean and academic vice 
President. Most deans, except those responsible for the arts and sciences, 


are educated in the same subject-matter fields as their department chairper 


Sons. Although an engineering dean may be an electrical engineer whose 
mechanical, and chemical en 


college or school has departments of civil, 

gineering, at least dean and chairpersons can all accept each other as 
engineers. The arts and sciences dean and the academic vice president have 
one thing in common that other deans do not: both must preside over 
academic units containing a variety of different and unrelated disciplines 
about which they have only the most generalized kind of knowledge. This 
May partially account for the fact that the majority of academic vice presi 
dents in institutions of higher education come from arts and sciences 
disciplines, They are either better able to cope with their areas of ignorance 
or they all believe that their own specific disciplines are doorways to all 
knowledge. One thing is certain, and that is that both the academic vice 
President and the dean are pushed and pulled by many and various forces 
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and demands. They are occasionally uncertain about ms to gram = 

icular academic discipline or subset thereof and both have oe 
ae hose who report to them. The dean should always remem oo 
M re acu and nourish the academic vice president's trust. 


i : e si er and easier 
more trust the academic vice president has in a dean, the simple 
life will be for the dean. 


Building Trust and Setting Goals 


JI ha een 
Trust is relatively easy to establish. In most cases the dean will nt i 
recruited by the academic vice president, with some help, heer sie ae 
the president. True, the primary recruiters of the dean wil Seon 
members of the search committee, but very few deans are ever nee sites 
the endorsement and, indeed, enthusiastic support of the aye evar 
president. And it is during the courtship ritual of vice president z L 
candidate that the framework of mutual trust should be establishe aai 
no vice president should promise the decanal candidate program res ae 
that cannot be delivered, so no dean-to-be should promise improve a 
breakthroughs, fame, and glory that are impossible to realize. Both persons 


P ie desirable he dean 
should commit themselves to try to achieve what is desirable, but th 


j “omes 4 once 
should remember that evaluation of job performance comes around 


every year, and promises of instant improvement may become set 
reminders of failed hopes and stillborn projects. It is also important . bie 
dean to learn as precisely as possible what goals the vice president A 
mind for the group of programs under the dean’s supervision. somen a 
of course, this is not possible; academic vice presidents sometimes _ 
be taught what goals are both desirable and achievable. Once some ag 


ae a Pie n ic unit, 
ment has been reached on the direction or directions an academic 
college, school, 


an, 
or division will take under the leadership of the new dea 
it is vitally impe 


ee Pi eee after 
ortant that the dean head the unit in this direction. If, 
a period of time, it becomes clear to th 


Communication Between the Dean 
and Chief Academic Officer 


How should the dean commun 


we noted in chapter 5, there 
dean in co 


. s a ident? AS 
icate with the academic vice ve aaa ae 
are many different methods available ment 
mmunicating with the chairperson of a department and the 
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within it. Some of those can be used in the dean’s relationship with the 
academic vice president; some, such as memoranda, should generally be 
avoided. In written communication between these two persons it is more 
collegial to write letters than to write memoranda. Memoranda are forms of 
communication most routinely used when more than one person is to 
receive the same written information. A letter is more personal; it always 
starts with “Dear”; it always ends with a verbal caress: “Sincerely, Cordially, 
Best regards, Warm wishes.” Letters can be just as businesslike as 
memoranda, and almost always are more interesting. The dean and the 
academic vice president are first and foremost colleagues, friends at least in 
the professional sense, united in a common cause to make the institution 
and each of its academic units better. Letters are the courteous way to reflect 
this relationship. 

Letters from deans to academic vice presidents should be as brief as 
possible but should contain, of course, clear and unambiguous messages. If 
a long letter must be written, it should usually follow a personal conference 
with the academic vice president and should be either a summary of the 
conference or an elaboration of the points covered during the conference. 
Long letters, if they must be written, should contain either good news, 
factual information, or plans for the future. Long letters should not contain 
bad news; and if at all possible, bad news should never reach the academic 
vice president in letter form first. The dean should make every attempt to 
inform the vice president personally or at least by telephone of bad news 
before submitting it in letter form. No one likes to receive bad news in any 
form, but the worst form is in a letter read alone in a silent room with no 
One to talk to, shout at, or commiserate with. The dean should be careful 
about the volume of correspondence he or she has with the academic vice 
president; as in every other form of endeavor, there is a golden mean 
between too much and too little. The academic vice president must be fully 
informed about the activities of the dean’s academic unit, but an information 
Overload can quickly strain the vice president's patience and erode the 
dean's credibility. Academic vice presidents, like deans, come in all sizes 
and shapes; some are information freaks and some few really believe that 
ignorance is bliss. The dean has to restrain the former's appetite and 
force-feed the latter. Patience and diplomacy are necessary to the successful 
fulfillment of this task. ; 

There are those in academic life who make a fetish out of the collegial 


a s 5 f: at institu- 
nature of the management of academic programs. They argue that inst 


i ` ici gi p ans 
tions of higher education are not businesses, that vice presidents and dean 
d that there is already too much 


are colleagues whose word is enough, an 1! Acersnne 
Paperwork in colleges and universities. Thus, they argue, as much m : 
as possible should be transacted either over the telephone or throug 


Personal conference. We have already noted in chapter 5 the gestern 
Of telephone communication, the vagaries of memory as they re ate id 
unpleasant business transacted through personal or telephonic conversa- 
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tions, and the general chaos that is created when there is no written warn 
of important events. Just as the dean should be wary of ee ee 
persons who want to transact all business on a “personal basis, aoe aie 
should not allow the academic vice president to conduct business ina : 
manner. There is, indeed, too much paperwork in academic life AoW, i 
most of it is generated by external forces and agencies, both at the D 
and federal level. Indeed, in most colleges and universities there is too litle 
paperwork of the kind that records internal transactions, plans, and agree- 
ments. g , 

Thus the dean should not fall for the argument that a colleague's word 
is good enough. Personal agreements may be conducted in that ian 
but business agreements need to be memorialized in writing, especially 
those between the dean and the academic vice president, who, as we have 
already noted, has even more forces pushing and pulling at him or her than 
has an academic dean. ; 

Communication is, obviously, at least a two-way street. The dean must 
keep the academic vice president well informed through letters, telephone 


calls, and personal conferences, Most of this communication is basically 


informational in nature and most of it, therefore, requires no forma 


response from the academic vice president. Indeed, some of the correspon 
dence can and should be lighthearted. When the academic vice president 
does something intelligent, courageous, or otherwise worthy of congratula- 
tions, the dean ought to say so in a note of commendation. Such notes can 
sometimes be misconstrued as evidence of sycophancy, especially if they 
are sent too often and in too serious a vein. But a humorous note of 
congratulations can lighten and brighten a vice 
relationship between the 


If the vice president is not particularly communicative, the dean has 4 
problem. There are seve 


ral 
Some deans bombard the j 
of personal conferences. Writing lots of letters generally will not solve this 
kind of problem; the m 1 
recipient becomes. And 00 easy for a vice president 

Personal conferences with the dean. The 
answer to the dilemma is to set up personal conferences with the vice 
president one at a time over widely spaced intervals, and to write a summary’ 
of those conferences after each one and send them to the vice president. if 
the dean's summary is incorrect, response from all but the laziest ane 
dumbest vice president will be swift and forthcoming. 

Two of the more important reasons for poor communication from the 
academic vice president to the dean are: (a) the vice president is relatively 
ignorant about the discipline or disciplines represented by the deans 
college or academic unit, or (b) the vice president dislikes or distrusts = 
dean. There is a cure for the first malady although it is slow and painstaking 
The dean simply has to devote a great deal of time and energy to educating 
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the vice president. This can be accomplished by inviting the vice president 
to attend college, division, and/or departmental workshops, by asking the 
vice president to address college, division, and/or departmental meetings, 
by going over to the vice president's office to make various presentations 
about the work of the dean’s academic unit, by sending a steady but limited 
and carefully monitored stream of informational material to the vice presi- 
dent, and by inviting the vice president to as many college, division and/or 
departmental social events as he or she will attend. Slowly but surely this 
kind of campaign will pay off and communication between the vice presi- 
dent and the dean will inevitably improve. If, on the other hand, the vice 
president does not like or trust the dean, the dean has but two choices: go 
find another job or quietly suffer the studied neglect of the vice president 
and hope that the vice president soon resigns, retires, Or is translated to a 
presidency in another part of the country. 


Presenting a Budget Request 


The most powerful tool for communication between the dean and the vice 
president is the request budget that must be generated annually or bien- 
nially for presentation to the academic vice president. Here all is revealed: 
the triumphs and failures, the beauty and the warts, the frustrations and the 
aspirations of the dean and the academic unit. In many large institutions 
and some smaller ones, this request or planning budget is presented to the 
academic vice president in the form of a written document and an oral 
summary. The document must be carefully prepared and the oral summary, 
if there is to be one, must be thoroughly planned by the dean and whoever 
else the dean wishes to bring to the presentation. Generally, rhetoric has 
no place in either the oral summary or in the written document, for while 
the dean has only one budget to prepare and one presentation to make, 
the academic vice president has to read several, and in many cases 
numerous, documents, and listen to a number of oral presentations. 

The budget document is the main conveyer of information about the 
academic unit's needs and aspirations. It should be organized by whatever 
categories are appropriate to the budgeting style of the institution and its 
academic vice president, not according to the dean's style. Most academic 
Vice presidents prescribe in advance the format of the annual or biennial 
budget request document and so the dean has no choice to make about 
the format of the document. The dean should never forget that the oral 
Presentation—if there is one—serves only as a summary of the budget 
document itself, No oral presentation should be longer than thirty minutes, 
and ce msequently the illustrative and supporting detail must be packed into 
the written budget document. itself. The document should emphasize 
Priorities as described in chapter 3 and the funding priorities should be 
Stated clearly and forthrightly. It is not possible to avoid the issue of 
priorities, for any good academic vice president will insist that the dean 
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i a college 
define them in the request budget. It is, of eo pae en 
or academic unit to present several sets of p T a is assured, 
set built on certain funding a oy on is 5 percent, 
one set of priorities would be operative; if the assuré k in fay een 
another set would be the dean's preference; if, alas, ee A recommended 
instead of an increase still another set of priorities woule be ake wie 
by the dean to the academic vice president, Thë = a — enurious 
budget document should avoid at all Costs recriminations for P 5 y a 
treatment as a justification for generous treatment by the aca akea 
president for the approaching year. It is very hard ip E aan S too 
academic vice president feel guilty; generally the vice presiden 


ions of iniquitous and/or 
many mouths to feed to be worried about allegations of iniquitous 
penurious treatment of one 


its 
strategy to compare the ue 
state, region, and nation. i wg 
z 7g 
onable, the conclusions to be reached by 


are ways to poor-mouth that can, ho 
academic vice President. For example, th 
sleepless nights to most acade 
Of nursing in the United States, ; 


this in mind, the school of nursing i 
year is requesting a Modest increase in its equipment and operating 
budgets.” This is powerful, yet obli h he 
data but or colleges outside the 
i academic vice president's 


is a summary of the budget 
Mary short and simple. The 

; „the academic vice presidents 
Curiosity about the Programs represented by the dean. As mentioned earlier. 


; : Piei: : : Jote peot 
a thirty-minute period is the absolute Maximum and a fifteen-minute pe e 
is probably Optimal for the presentation, whate 


the dean's academic unit. The dean should 
among his or her faculty, or, if n 


oxity of 
ver the size and c ymple oe 
bring along the best spea a 
i ant 4 
ot the best speakers, the most importan 
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impressive department chairpersons and faculty members. The dean should 
not bring a crowd to the budget oral presentation—three or four persons are 
plenty for a fifteen- or twenty-minute presentation—but it is important that 
the dean not do all of the talking. The presentation itself should be as 
informal as the academic vice president will allow it to be. Four people from 
the dean’s academic unit seated around a round table with the academic vice 
president and his or her staff will create an optimum environment. We believe 
that slides and overhead projectors generally should be avoided; we have 
found from experience that slides and overhead projectors not only deper- 
sonalize the presentation but tend to make the presenters lazy because the 
presenters do not always think their presentations through; they rely, instead, 
upon the slides and overhead projectors to remind them what to say next, 
and, in some cases, to do their thinking for them. The dean should pass out 
short outlines of the presentations and then, talking directly to the academic 
vice president and his or her staff, make the pitch for the college, school, or 
division, as the case may be. And, most important of all, the dean must allow 
time for the academic vice president and the staff to ask questions, make 
observations, and engage the dean and other presenters in a dialogue about 
Needs and plans. The more involved the academic vice president can 
become in the dean’s budget presentation, the more the vice president will 
learn and remember about that presentation. The dean must always remem- 
ber that the object of a budget presentation is to teach the academic vice 
President, not give a performance. 

And what should the budget presentation teach the academic vice 
president? First and foremost, the dean must make a clear case for the funds 
requested in the budget request document. But dollar requests themselves 
reflect, or should reflect, not the mere cost of doing business next year, but 
why that cost for that business is so important. This means that the budget 
Presentation must deal, however quickly, with the fundamental issues about 
Program development, long-range planning, and the future of the discipline 
Or disciplines under discussion for next year’s funding. All of these issues 
Must be powerfully focused on how they affect the intellectual welfare of 
the students in the dean's college. The whole point of the budget presen- 
education of the students, and this point, while 
These are the matters that can 
audience. 


tation is to improve the 
Seemingly obvious, needs constant repetition. 
Make a budget presentation exciting and memorable to its 


Bringing about Change and Resolving Conflict 


At least once during a dean's tenure there is going to be a confrontation 
Over initiating a new program or strengthening and/or abolishing an old 
Program. Even though the dean may have been very skillful in preparing 
for the possible distress and disaffection that may result from the change. 
he or she may need help. The most immediate and obvious institutional 
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j og vide various 
source for such help is the academic vice president, who > E po i oe 
kinds of support in the form. of political, intellectual, ane mga nad oe 
Sometimes it becomes important for faculty membe a = = le h 
strength of the academic vice president's coxtitiitvcest an te a iar ll of 
dean's planned change. A careful analysis by the epee b baee oe 
the intellectual necessity for the change may be all gd r de, 
persuade dissidents that the proposed changes are not oe a Sos rn ig mt 
The analysis will probably be no better than the one prepared by bekar 
but the fact that it has been generated by an office and pemon a ae, 
removed from the dean's own faculty members gives it more he 
Pledging financial support often makes the proposed change more | 
honey catches more flies than vinegar. 

If the academic vice 


od in advance for 
president is thoroughly prepared in advanc 
whatever initiatives, 


changes, and developments the dean has paren 
undertake, it becomes quite difficult for dissident department ‘en acute 
or faculty members to bypass the dean and deal directly with ee pion 
vice president. Nothing can be more debilitating to the authority o i ‘baie 
than a series of successful end run plays executed by departmental g ooa 
persons or faculty members. When the academic vice president i is 
act for the dean it is time for the dean to Suggest, in as subtle and diploma is 
manner as possible, that the academic vice president either take sniper 
full-time dean or Stop trying to be a part-time dean. The academic Ei 
president has to be loyal in all phases of the dean’s activities, and the pe 
of course, must always act in such a Way as to earn the loyalty and suppe a 
of the academic vice President. When this has occurred, the academic i 
president becomes a powerful force in helping the dean resolve conflict. 

it does not occur, the dean should consider finding a position elsewhere. 


Recruiting New Faculty Members 


ecruiting superstars, the dean must use not only 
the president of the instit academic vice a 
Together, the dean an dent can make a powerfu 
ed effort to deliver whatever 


Wary persons and th 
mustered. It is proba 
hear the chairpersor 
promise a new laboratory and a generou. 
Message has to be delivered by the insti ë 
if possible, by the president. Individuals have a tendency to enaa 
advocates for project involved. By making the pawe 
rstar microbiologist, the dean has a goo! 


president an advocate for microbiology 


vice president a recruiter for a 


supe: 
chance to make the 


academic vice 
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The Academic Vice President 
As an Advisor to the Dean 


At most institutions the academic vice president is someone who is 
thoroughly familiar with the recent history of the institution and is someone 
who knows all of the deans quite well, generally having had a hand in 
recruiting many of them. He or she is also one who knows more than 
anyone else about the academic budgets for the whole institution. Thus, the 
academic vice president becomes an invaluable source of information and 
advice for most deans, for very few of them have the time or opportunity 
to make an intensive study of their institution's entire academic budget. 
Indeed, the advice the academic vice president can give is generally far more 
important than the information on which that advice is based. Therefore, 
before launching any new major or minor enterprise, the dean should 
consult with the academic vice president; but conversations about the new 
enterprise ought to be more than informational. The dean should get as 
much advice as possible on a variety of subjects including the feasibility of 
launching the enterprise as well as on personnel and fiscal matters. The only 
dean not seek too much advice too often, 
And the dean should always 
ally expects the advice to 


oe we would make is that the 
else the vice president becomes the dean. 
remember that once advice is given, the giver usu 
be followed. 


THE RELATIONSHIP OF DEANS WITH OTHER DEANS 


Only in the very smallest of institutions is there just one academic dean; in 
large state universities there may be as many as twenty-five. Each dean will 
find it necessary to relate in some way with the other deans; and the nature 
of these relationships, whether cooperative, competitive, or neutral, can be 
important to the well-being of the institution and its various academic 
components. Before discussing possible relationships that should or should 
not be developed, it is helpful to remember that most institutions have two 
kinds of deans. The first is a dean of a college, school, or division within 
an institution who has the responsibility for administering the programs and 
faculty members of a specific group of disciplines such as arts and sciences, 
education, business, engineering, and so on. These deans are not considered 
part of the central administration of the institution and serve as the presi- 
dent’s and academic vice president's line officers in relation to department 
chairpersons, faculty, and students under their jurisdiction. The second kind 
of dean is one who has overall institution -wide responsibilities for certain 
areas such as the coordination of faculty affairs, student affairs, graduate 
continuing education, and so on. These 
entral administration and do 
culty members whom they 


nies, undergraduate studies, 
eans are considered part of the institution's © 
not serve as line officers in relation to those fa 
Coordinate, but rather as staff officers to their president and vice presidents. 
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Relationships among and between these two types of deans will be dis- 
cussed in the following paragraphs. 


Deans of Colleges, Schools, or Divisions 


Let us consider first deans of typical colleges, schools, or divisions within 
an institution. They have their own budgets to administer, their nonfaculty 
staff members to hire, tenure and promotion decisions to make, and their 
own academic programs to maintain. Generally these deans sit together in 
some sort of committee or council called the Council of Academic Deans, 
which is usually chaired by the academic vice president or president. In 
these councils or committees the deans help to formulate educational policy 
for the institution. Here in these Meetings a dean’s reputation can be made 


views totally parochial? Is the dean always advancing only the cause of his 
Or does the dean exhibit some 
issues and concerns? Does the dean 
grandstand? Is the dean Prepared for the council debates and issues on the 
Mmittee meetings are usually presided 
nt or, in small institutions, by the presi- 
adership is tested and revealed at each 


quality of the dean's leadership 
Over a period of several years of such 

; ad day; every dean can have a bad council 
Meeting; vidence of two years of monthly meetings 
tetparts and the central administrators what 


k ST repeat too often what we asserted in this book’s first 
chapter: there is never enough mone 


academic unit is going to be at leas 
colleagues for the annual or biennial all 
As noted earlier, unless the institution has 


ans for the institution's resources, the less wi 
or division based on sound 

2 
when untrammeled, leads t 
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turf wars and turf wars lead to bad decisions about the mission and purpose 
of an academic unit. Unfettered competition leads to unrealistic planning, 
and unrealistic planning leads to bad fiscal decisions. No dean should give 
up willingly a competitive edge in the struggle for resources, but no dean 
should view the institution's resources as open to raiding parties; what is 
good for the institution is going to be good for school X, but what is good 
for school X is not always good for the institution. 

While competition is one part of a dean’s relationship with fellow deans, 
cooperation is another and greater part. In addition to the general goal that 
should be held by all deans of making the institution better, many deans 
cooperate with one another on special projects, particularly in the area of 
joint degree programs. Typical relationships between academic units are the 
joint programs offered by business and law in many universities. These kinds 
of programs give deans an opportunity to work together to improve each 
others’ programs and to bring students together in both units for new or 
expanded educational experiences. Deans work together in other common 
Projects such as improving the library, the computer system or systems at 
the institution, honors programs, and graduate programs. There always exists 
the opportunity for competition to flourish even in these cooperative 
activities; for example, one dean's plan to improve the library might disad- 
vantage another dean’s attempt to improve library holdings in his or her 
area. Generally, however, cooperative efforts result in better understanding 
ate the participating deans and a consequent closer working relationship 
in all areas. 


Deans and Directors with Institution-Wide Responsibilities 


When deans of individual academic units focus attention on concerns related 
to the use of or participation in institution-wide programs or resources, they 
encounter another kind of administrator, one who has institution-wide 
responsibilities. Some of these administrators, usually titled dean or director, 
are listed as follows: the dean of graduate studies, the dean of undergraduate 
Studies, the dean of continuing education, the dean or director of admis- 
Sions, the director of the library, and the director of the computer center. 
As previously mentioned, none occupy line positions with regard to 
academic department chairpersons or faculty members, and all are con- 
Sidered part of the central administration; they report to it and work for it. 
Their primary task is to coordinate and supervise specific activities that cross 
Over two or more colleges, schools, or divisions. The persons in charge of 
these activities, programs, or resources, are very important to the deans of 
the individual academic units. Some of them perform services vital to the 
life of every academic unit, others act as quality control officers for parts of 
the institution’s academic enterprise. 

As an example of this latter case, 
Originally, this office was established 
Programs offered in the various colleges an 


consider the dean of graduate studies. 
I to control the quality of graduate 
d schools of the institution. For 
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a short while in the 1950s and 1960s the graduate dean in mast aia 
É influential officers in the centra 
was one of the more powerful and influ i A a 
administration because this office controlled a substantial mn o! E 
generated by federal subventions for varying kinds of gra a a i 
Such federal programs as the National Defense Education Act, EA 
brought literally hundreds of thousands of dollars tp seen a ie 
the graduate dean's office. After the flow of federal aid to He progi a 
was discontinued, the graduate dean’s role returned to its original purpo: 
uality control. Pe reek 
K a aa universities, the graduate dean presides over an institutional 
Graduate Council comprised of members generally elected ape 
graduate faculties of the several academic units. Under the leadership o! ie: 
graduate dean, the Graduate Council has the responsibility for Sere Hess ti: 
graduate studies on a university-wide basis, including (a) developing se a 
university policies and principles regarding graduate work; (b) establis nit 8 
and monitoring admission, graduation, and retention standards; (c) ee 
taining effective liaison with departments offering graduate programs; ee 
evaluating existing graduate programs and adrninistrative practices and, S 
appropriate, recommending revisions, improvements, or abolition; E A 
recommending approval or rejection of new graduate programs proposec 
by departments in individual academic units of the institution. In adara, 
the graduate dean in collaboration with the Graduate Council is expecte : 
to develop systems of inquiry and review to obtain an overview of graduate 
education and development, and to ask for remedial action when nec ary: 
The deans of the individual academic units or their department am 
persons have their own students, faculty, degree programs, and budget aes 
are responsible for administering them under university-wide policies. The 
graduate dean has no students, yet has some jurisdiction for them all. T 
graduate dean has no faculty, yet no faculty member can become a part O 
the graduate faculty without the graduate dean’s approval. The graduate dean 


e. F m. 
has no graduate degree program, yet has some jurisdiction for all of thet 
The graduate office encompass: 


responsibilities. It seldom has an 
quality control matters, Th o 
of large departmental or college budgets. The relations between the 
graduate dean and dean 


be based on mutual tr 


ge 4 į i É 5 te 
case. The authority to approve and reject proposed new programs. 
conduct inquiry and review 


of each existing graduate program, and to m 
recommendations to an academic vice president and a university gradua z 
rful tools that can me tivate most department chairperson 
and their deans to follow university procedures and maintain university ee y 
standards. Graduate deans who make full use of this authority and who aS 


council are powe 
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have the trust and respect of their academic colleagues and their academic 
vice president are considered to be influential figures on their respective 
campuses. Deans of individual academic units must constantly work with 
the graduate dean to improve the quality of existing programs, to abolish 
obsolete graduate programs, and to establish new ones. They alone cannot 
accomplish these tasks and the graduate dean is a natural ally in these 
particular endeavors. 

The dean of undergraduate studies also acts as a quality control officer 
for the institution. This position, a relatively new one in American academic 
history, exists primarily to make sure that someone is looking out for the 
welfare of the undergraduate student, consequently, these positions are 
generally found only in fairly large to large graduate research universities. 
There is sometimes a tendency in such universities to neglect the funding 
of the undergraduate programs in favor of the graduate programs. The dean 
of undergraduate studies acts as the institution’s conscience in this regard, 
and also attempts to facilitate intracollegiate undergraduate advising and 
transfer activities. Again, this deanship is seldom found in small or medium- 
sized institutions or in large institutions that have a college of liberal arts 
and sciences, where almost all freshman and sophomore instruction takes 
place. If, however, an institution has freshman and sophomore instruction 
located in several different colleges, for example, a college of humanities, 
a college of science, and a college of social science, then a dean for 
undergraduate studies may serve a good purpose. 

Deans of undergraduate studies have no students, but like graduate 
deans they have some jurisdiction over them all. They have no faculty, yet 
have some jurisdiction over those faculty assigned duties to their office. 
While they have no responsibility for degree programs, they are nevertheless 
vitally concerned with the viability of all of them. And all the while these 
deans typically have very small budgets. They nevertheless have at Teast 
some of the same power and influence to implement the responsibilities of 
their office as do graduate deans. They have advisory councils, authority to 
conduct inquiry and review, and the ear of the academic vice president 
and/or president. Much of their influence is dependent on the extent to 
which they wish to exercise their authority to conduct inquiry and review 
and the respect and trust with which they are held by their academic 
colleagues and academic vice president. Here then is yet another ally for 
deans of individual academic units in their various attempts to improve 


instruction by strengthening current programs, abolishing old ones, and 


Starting new ones. 7 BY. 

Many institutions have established divisions Or offices of continuan 
education, which units serve many different clients off campus. For some 
deans of professional colleges and schools, such as medicine, law, pharmacy, 
Nursing, education, social work, and library science, the operation of the 
ry great importance. Laws passed by 


office of continuing education is of vel S 
equire that graduates of these 


both state and federal governments now MT 
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colleges continue their education as long as they practice their professions. 
This means that the continuing education dean’s office becomes the delivery 
system for educational services provided by the professional college dean's 
faculty. The dean of continuing education is usually allocated a budget to 
buy a faculty member's teaching time from the professional program and to 
pay travel expenses. It is therefore very important that deans of professional 
colleges or schools be able to work closely and well with the dean of 
continuing education. 

Other deans or directors who provide services to the individual academic 
units are the director of the library, or libraries; the director of the comput- 
ing center, or centers; and the director or dean of admissions. All of these 
directors possess special technical skills and knowledge necessary to provide 
their specialized services and all receive budgets to carry out the respon- 
sibilities of their respective offices, Generally speaking, the deans of in- 
dividual academic units spend little time directly working with these people. 
The dean's faculty members may have representation on various policy and 
advisory committees that work with the library and computer center direc- 
tors and the director of admissions, but since these officers typically report 
directly to the academic vice president, the chance for the unit dean to have 
personal interaction with them is not large. They are usually part of the 
institution’s council or committee of academic deans, and the unit dean 
works with them in that context. When the faculty of an academic unit 
believes it is not getting its share of the library book budget or its time on 
the central computer, if there is one available to all academic units, then its 
dean has a compelling reason to work with the librarian or the computer 
director. Generally such Occasions are not happy ones. If there is never 
enough money, there are never going to be enough books or enough 
se negotiations end in frustration for all 
ty, and the director involved. 

directors with institution-wide respon- 
one have line relationships with depart- 
mbers, their importance should not be 
siderable influence on many decisions affect- 
it is crucial that they understand fully the 
Students. Deans of academic units should 
make every effort to ensure a good and friendly relationship with these 
deans and directors, and should provide whatever cooperation and assis 
tance are necessary to help them fulfill their responsibilities effectively. 


needs of faculty members and 


QUESTIONS 


The followin 


; 8 Questions are intended to help deans analyze the situations at 
their respect | 


ive institutions regarding the extent to which and in what ways 


they 


deans. 


Lea; 


b. 
. Do you think that the number of such occasions is just about right? 


d. 
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are involved with their presidents, academic vice presidents, and other 


You probably attend university-sponsored ceremonies over which the 
president presides. How many ceremonies or similar occasions are 
sponsored by your college or academic unit for your own faculty and 
students? 

Is your president invited to attend and/or participate? 


Would it be an improvement to sponsor more or fewer such occasions 
where the president is invited to participate? 


. To what extent do you work directly with the president on his or her 


projects? 
Your projects? 
Would you prefer to work directly with the president on more or fewer 


projects than at present? 


. Should you initiate contacts with the president? 
a. Do you call upon your president to help in recruiting certain faculty 


members for your departments or programs? 
Is your president willing to participate? 


c. Should you call on the president more frequently? 


d. 


. Do you believe that y 


. Do you believe that he or she h 


. Do you provide information only 


a. Do you have a good tr 


‘our chief academic officer (academic vice 
president, provost) communicates with you enough? 
Does this officer provide you with as much information as you would 


like to have? 
as information that would be useful to 


‘her 2 

you, but that it is being held back from you deliberately? Inadvertently? 

; , Ne ae 
Do you believe that you communicate well with your vice president? 
Do you provide the vice president with all the information that he or 
she needs? More than needed? Less than needed? 
when justifying requests Or warning 
the vice president of impending problems? ; 
Do you provide information about good things that are Tiappentip E 
the faculty or students in your college or academic unit in order n et 
the vice president know how proud you are of certain of their 
accomplishments? 
Should you do more of 
currently doing? 


the latter type of communication than you are 


ack record with the vice president in terms of 


getting the resources you ask for? 
Do you think your track record is bett 
of the other deans in your institution? 
you account for the difference? 


er or worse than the track records 
If it is better or worse, how do 
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. Have other deans ever helped you solve one or more of your problems 


by giving you good advice? Did you ask for the advice? 

Have you ever given advice to other deans? Have other deans ever 
asked you for advice? 

Do you feel comfortable socializing with the other deans? How com- 
petitive are you with them? 


- Are you satisfied with the relationships you have with (1) your 


president, (2) your chief academic officer (academic vice president, 
provost), (3) your fellow deans? 


If you are not satisfied, what kinds of relationship would you like and 
what seems to stand in the way? 


Frustrations with 
the Institutional 
Support Staff 


almost always focused directly on the 

issues, and program development and 
f his or her academic unit is maintained 
by an almost invisible infrastructure run by the institution’s support staff, 
who maintain control over nonacademic staff who work in personnel, 
purchasing activities, travel, security, and plant operations and maintenance. 
The people who perform these jobs, both supervisors and those supervised, 
are driven by a whole set of imperatives, laws, rules, and regulations that 
are different from those that the dean uses to direct academic activities. 
Theoretically, at least, the institution's support staff and its academic staff are 
united in a common effort to make the institution serve its students better. 
But quite often there exists a lack of understanding, sometimes even a sense 
of mistrust between the academic part of an institution and its nonacademic 
Support staff. Even if no misunderstanding or mistrust exists between the 
two, there is almost always a sense of frustration that both sides experience 
With each other in the daily execution of business. This chapter attempts to 
examine those frustrations in terms of the dean’s interaction with non 
e personnel staff, purchasing, travel, maintenance, and campus 
Security. 


While the dean's energies are 
academic budget, faculty personnel 
enhancement, the daily operation o 


NONACADEMIC PERSONNEL STAFF 


in this country, nonacademic 


Ir gi Weare oe oa k 
n most institutions of higher education 
d, fired, promoted, demoted, 


personnel employed by the institution are hire 
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rewarded, and punished by a dual system of Management that — 
academic employer and a college or university-wide director of pen — 
services. Sometimes the latter position is entitled director o e 
resources. The personnel director's office generally establishes aier H 
for employment in various nonacademic positions on ~~ a 
addition performs job audits, approves job classifications and rec a ~l 
tions, and establishes or at least maintains control of salary schedules = L 
nonacademic positions. In state universities, the authority for the per! ca 
mance of all these activities may be located off campus in some ple a 
the state's capital, thus making the relationship between the dean and ue 
personnel director even more tenuous. In other words, while the dean vai 
certainly hire a secretary, that secretary's salary is established by the perso 
nel director, not the dean; the secretary’s job classification (senior — 
executive secretary, secretary I, II, etc.) is established by the eee e 
personnel. The dean can fire that secretary, but even in this racnte-e tet 
there are often rules of conduct that reach far beyond the boundaries = 
decorum and common sense. It is therefore vital that the dean understan¢ 
thoroughly the system of governance of the nonacademic personnel on his 
or her campus. 
Consider the following difficulties that a dean can encounter with e 
institution’s personnel office. Most such offices process and approve a 
appointment papers for new 
a process that holds great pot 
open warfare between the a 


on the job unless hi 


in the university 
schedule of advar 
even more pain 
office, where wc 
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we are considering a truly unusual university or college, the dead hand of 
bureaucracy will prevent the dean from keeping „this staff assistant. If this 
staff assistant does not supervise at least x number of persons, he or she, 
according to rules made in some office remote from the college dean's 
office, simply cannot be promoted from staff assistant to, let us say, ad- 
ministrative assistant or senior staff assistant. Even more galling to the dean 
is a rule common in most personnel systems in which the rank level of a 
secretary assigned to a manager depends on the rank level of that manager. 
Thus, a dean can have a secretary III, but not a secretary IV, which rank is 
reserved for vice presidents. Generally, there is no solution available to the 
dean unless circumvention of the whole process is possible by hiring the 
secretary or staff assistant on a university or college foundation account, but 
even this ploy is surely to be resisted by the central administration, and this 
solution, we suggest, is not the best way to use funds from the dean's 
accounts in the college or university foundation. 

Since deans are supposed to spend at least some of their time and energy 
in solving administrative problems encountered by the faculty, nothing is 
More frustrating to either the dean or the faculty member than the admission 
the dean is compelled to make to that distressed faculty member regarding 
the solution to a particular nonacademic personnel problem: “It is out of 
my hands.” As a painful example, consider the senior faculty member, a 
highly productive research scholar, who is told by the institution's personnel 
office that he cannot promote a laboratory technician II to laboratory 
technician II because (take your pick): (a) the lab tech does not have 
enough time in grade; (b) the lab tech only supervises two people and 
Must supervise four people before being eligible for promotion; (c) even 
though the lab tech has enough time in grade to be promoted to rank Ml, 
since this lab tech was promoted by waiver from rank I to rank Il within a 
year, a promotion to rank IIT is not possible for at least gone = 
months; (d) the lab tech does not have a master’s degree; or (e) the lab 
tech has a master's degree but it is not in the right subspecialty. i 

The senior research scholar, upon being presented with one or mor o 
these obstacles (or others even less relevant in the judgment of the ae 
Naturally presents this problem to his dean for immediate sore oe 
Senior scholars department chairperson having impaled himself on cs 
barbed wire of the personnel office with no result other than ee 
bleeding and a loss of equanimity. The senior satin wil : meer 
Compound the problem by announcing to the dean that ne ie R = 
is in jeopardy unless this problem can be resolved swiftly; that ser Saat 
to return to the federal granting agency over $200,000 ir Con an 
because he cannot sit around and wait for the personnel office eo ‘he 
enlightenment and understanding of the grave nature of the Po T 
funding agency has asked the senior scholar to undertake; and, ina ka . 
the senior scholar is fed up with the silly personnel rules of i pie 
and this latest in a long series of problems is enough to make him thi 
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seriously about the offer he still has in his desk from Greatness Tech, an 
institution that surely understands the importance of bench scientists and 
their unique needs. > 

What can the dean do? The rules and regulations have long been in 
place; battles such as this have been fought over and over. Indeed, some 
of those rules and regulations have been put in place by the faculty 
themselves. For example, such rules about a lab tech III having to have a 
master’s degree in a particular subspecialty are generally formulated by 
impractical faculty insistent upon maintaining “high standards”; yet ironically 
it turns out that the rule has become the object of scorn by someone on 
the faculty hoist with his own petard. In any but the most mindless 


of his or her academic unit. Of Course, anyone can go to the well too often; 
not every faculty member's research project is completely dependent upon 
a personnel decision, but deans exist to solve problems even if it means 
challenging the systems that rule the daily business of their academic units. 


And a dean who is unwilling to challenge those systems will be overcome 
by them. 


PURCHASING ACTIVITIES 


Most of what we will next observe about university or college purchasing 
offices will apply primarily to medium-sized and large public, tax-supported 
universities. Privately Supported universities are not bound by the vast state 
hasing activities in all state agencies. It is a 
$ hat has completely separate purchasing rules, 
regulations, and laws for its many different state agencies. Almost always 
tax-supported colleges and universities are subject to the same purchasing 
regulations and laws as are the state's department of transportation OF 
department of agriculture. Invariably, these regulations and laws frustrate the 
dean and the faculty members, and frequently they impede the progress of 
academic programs, especially the research programs and the instructional 
programs in such areas as music, art, and theater. Not only are there the 
standard impedimenta of regular state purchasing regulations and laws 
(most of which have been written to protect and nourish businesses within 
the State’s boundaries), but in the past decade in many states there has 
arisen whole new congeries of separate purchasing divisions designed to 
regulate special items such as electronic data processing equipment (not 
only computers but also software are targets of special concern and supe? 
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vision). Nothing in state governments is so puzzling as the recent spate of 
newly formed special state purchasing divisions with tax-saving names such 
as the “institutional resources commission” or the “electronic data process- 
ing council,” all designed to regulate the purchase of computers and 
software. What is puzzling, of course, is that while such equipment once 
cost millions of dollars per item and thus needed regulation, now the tech- 
nology (except for huge machines) has become relatively inexpensive. But it 
can be stated without a great deal of hyperbole that some states now have so 
Many approval agencies involved in the purchase of electronics data process- 
ing equipment that by the time a college or a university secures authority to 
purchase a computer, that particular machine may well have been superseded 
by a newer, faster, and sometimes cheaper technology. The state barns now 
have exquisitely configured padlocks on them, but the horses have long 
since gone. 

It must occur to almost every dean at some time or other during the 
academic year that the institution's purchasing office has no budget of its 
own, because if it did it would surely understand how difficult that office's 
rules and regulations make it to purchase anything. And, indeed, it has no 
budget of its own; the office exists to spend everyone else’s budget in 
accordance with the institution’s and state’s purchasing regulations and laws. 
That such an office must exist is undeniable, and it is axiomatic that the 
ations and laws relating to purchasing, the more 
People must be hired in purchasing to monitor them. In state universities 
there is a law or regulation for everything that can possibly be bought, but 
of particular frustration to the dean are the requirements for purchasing 
Publications such as brochures, college catalogs, and other informational 
Material. Requirements regarding printing activities can be so complex that 
unless an unusual amount of foresight is brought into play, deadlines for 
distributing the printed material can be missed, sometimes by embarrassing 
Margins. Furthermore, just as the personnel division of an institution 
Matches the rank level of nonacademic positions according to the rank of 
the managers for whom they will work, so often state purchasing offices 
assign specific grades of furniture according to the ranks of the persons wha 
will use them. Thus, a department chairperson can have a $200 desk; a pe 
can have a $350 desk; a vice president can have a $500 desk, and so forth, 
But what does a dean do with a newly recruited eminent scholar from 


Magnus U. who wants a $1000 desk? The worst thing for the dean to do is 
gnus U. they never heard 


to quote from state purchasing regulations. At Ma; atin 
Of such silly things as purchasing regulations. The dean has but one = 
of action in dealing with the request of the new eminent scholar fw ne 
acquisition, while considered a coup throughout the college, bas put a 
discernible dent in the dean’s operating budget): go to the institution's 
foundation and find the money for the desk, or if this source of funding is 
Unavailable, hold a bake sale or a raffle, anything but try to impose alien 


More byzantine the regul 
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regulations on the new faculty superstar. Unlike personnel regulations, there 
are very few waiver clauses in state purchasing regulations; nothing in state 
government is watched over so carefully as purchases made with the 
taxpayers’ dollars. In privately supported universities these regulations are 
generally less structured and waivers generally much easier to obtain. : 
Vendors present special problems to both deans and those who work in 
instructional purchasing offices, especially vendors of highly sophisticated 
and expensive equipment. Many faculty members tend to be careless in their 
dealings with vendors; the faculty member knows what he or she wants or 
needs, and there are plenty of vendors loose in the land who are willing to 
promise to provide the professor with exactly what is wanted even though 
the vendor's company cannot, when all is said and done, deliver what has 
been promised. This state of affairs usually leads to an almost unbelievable 
series of accusations and counteraccusations. The scapegoat is always the 
purchasing division: either the purchasing agent misunderstood and misread 
the faculty member’s purchasing request or the purchasing agent understood 
the request but refused to submit it as transmitted to the vendor. Vendors 
make a living sometimes from the classic struggle between the faculty and 
the purchasing division, and it is seldom that the vendor either admits a 
i e on the purchasing agent. The fact is, 
stakes just as do vendors. Indeed, the odds 
are that the purchasing agent is usually the least likely of the three 
i ty member—to make mistakes. As we noted 
is always vulnerable to squeeze-plays, and 
exception to this general rule. A typical pur- 
chasing -related Squeeze-play can take the following form. Professor Strange- 
love has enough money from variou 
Shell Analyzer, Model 200A. Act 
Analyzer, Model 400A, but this “08 


ce, approves the purchase of the more expensive 
© believe that the Necessary funds are available. 
d the invoice is presented to 
(and the vendor) to pay. Only 
can sift through the ensuing 
actually happened. And even if 
the time and Patience to discover the truth, what 
nd Strangelove’s Model 400A back to the vendor? 
with the extra $25,000? Both options 
Will surely assert that his life's work 
€ expensive model. Two lessons can 
a) fallibility is sometimes equally distributed 
er, and purchasing division; (b) the dean must 
always keep a contingency fund at the ready in order to solve purchasing 
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TRAVEL ALLOWANCES 
If anything cl Pen y 
is the = bes nc adil pary ee ae than capter technology, it 
universities and coll and the regulations in both public and private 
function of the ‘te B thiar afier chat travel. The latter is of course a 
various bureaucra Pa ever-changing costs of, particularly, airfare drive 
Niay travel, how rao mo ever more complicated constraints about who 
rai pu m aa nuc travel can be authorized, and for what reasons that 
ippen tand n T Since airlines are now unregulated, they hold the 
expenses of his E ly struggle to plan a rational budget for the travel 
administrations of 3 llea poly men a agencies and the central 
ceria E S i“ eges and universities simply cannot budget with any 
so raptdly that ne iture category known as travel. Indeed, things change 
atid. tun oh is possible for a faculty member to leave campus one week 
just-completed t “ae a werk to learn that the regulations regarding the 
bennad « ba naye changed, and that future travel plans must therefore 
Pudgerei n a always in the direction of less travel than originally 
dikes keene X ; here is no easy answer to this dilemma, but just as a wise 
dean ea pomen fund to solve purchasing-related problems, so the 
should hin contingency fund for travel-related problems. The dean 
for each ad udget for a 15 percent cost overrun for travel expenses 
AN l a ig budget. Finally the dean who has accounts in an 
provide feel : i. ation should not be reticent to draw on those accounts to 
ican et » The provision of that kind of help is one of the main reasons 
stitution to have a foundation in existence. 


MAINTENANCE STAFF 


t? Although institutions have their 
ugh in some institutions 
bility for lights, climate 
hile in other institutions 
ncerns, the general 


raph oars a landlord and when no 
ike e answers to this question, and tho 
ea P not supposed to have any responsi 

, windows, doors, furniture, and the like, w 


the dez í 
oe may be given a special budget for such co 
er is that the dean is always the landlord if not de jure then surely de 


i me minds of the faculty. No matter that some remotely understood 
Sollee oi known generally as “plants and grounds is supposed to 
dei ight bulbs, paint walls, fix doors and windows; any building the 
have in is his or her building, and anything that goes wrong in that 
i g is first the dean's responsibility. Faculty, even department chairper- 
And ; Nani reluctant to deal with the people in plants and grounds, 
regarded sip is usually called upon to negotiate with these folk, generally 
faculty a the Hessians of the institution. Perhaps it 1s just as well that 
for Set have very little to do with the people in plants and grounds, 

ty members are almost always less tolerant of maintenance person 
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nel than are deans. Not much that is either good or constructive can er 
from encouraging individual faculty members to seek scarab! wee 
problems by dealing directly with plants and grounds. The S cease 
negotiations are likely to be as anarchic and as expensive as Ene or 
individual faculty to intervene directly in disputes between bcos a 
purchasing office. It is generally good policy for the dean to discourag 
direct contact with maintenance personnel. cs ies 
If the dean can afford it, there ought to be someone in the dean's gie 
who is specifically charged with the responsibility for all milntenange relaie 
tasks except those covered by specific maintenance contracts on a a 
equipment such as gas chromatographs or computers. Light bulbs, das ; 
locks, windows, doors, furniture are all matters that require constant and 
instant attention, and while in many colleges and universities these matters 
are the assigned responsibility of the plants and grounds people, there ma 
seldom enough of these people to insure that every burned-out light, every 
broken lock, every malfunctioning door or window is instantly attended om 
Someone in the dean's office must be the designated prodder, the oie la 
goad of the college to make sure that proper maintenance and security are 
provided. 
Larger maintenance problems require the 
leaking roof, the replacement of a malfunctio 
the renovation of a classroom into a series of 
laboratory into a wet laboratory, or the chan: 
into one large classroom, these are al 
tions” even though the 
anything but minor. 
involved in such min 


dean’s personal attention. A 
ning climate control system, 
offices, the changing of a dry 
ging of two small classrooms 
l generally classified as “minor renova: 
sums involved to effect these changes are sometimes 
In addition to the substantial costs that are usually 


both poor and costly. Th 
paid to plants-and-grounds personnel. 

workers command good salaries, and t 
usually the only ones who will work for 


In private enterprise construction 
hus the less-qualified people ae 
state agencies such as colleges ane 
few seriously adhered-to deadlines 


academic deans planned to move ig 
n academic year only to move fina y 
m! The dean has very little, if any 
Om writing anguished letters to ipe 
€ or she can do is to plan to MOVE 


when the spring flowers begin to bloo 
control over these matters, and aside fr 
vice president or president, about all h 
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into or otherwise use the renovated building six months after the date of 
completion originally promised by plants and grounds. If the state institution 
at which the dean is employed allows it, the dean should take every 
opportunity available to contract with private enterprise. Almost always, in 
the long run, private enterprise can do the job quicker, better, and cheaper 
than the institution's plants and grounds people. 


SECURITY STAFF 


In matters of campus security (demonstrations both planned and spon- 


taneous, theft, assault, battery, rape, and parking) the dean is not the first 
person turned to by the faculty. Fortunately for the dean, either the campus 
police or the central administration OT both hold this dubious honor, 
although often the dean is at least peripherally involved, especially the dean 
whose students are demonstrating, whose students or faculty are assaulted, 
whose college property is stolen, or whose faculty member cannot find 
parking at 10:30 A.M. in the center of campus. As for demonstrations and 
student protests, things have changed dramatically since the late sixties and 
early seventies. These activities are much fewer in number, more formal in 
character, and generally marked by almost excessive planning on the part 
of the participants. To be sure, there are still student demonstrations and 
protests on many campuses, but university and college administrators have 
learned how to deal with these events just as the students have learned how 


to conduct them. The anarchy, bitterness, and general uncivility now seem 
absent, for which almost everyone in higher education is thankful. Unless 
only students from the dean's particular college or academic unit are 
involved in a particular demonstration, about all a dean is expected to do 
these days is to remain as far from the scene of action as possible. If only 


4 ona sear tas 
students from the dean’s college are involved, then argos the tee re 
known fr inni -use of the event and, quite pro ably, 
om the be; the cause O 

sgh spe he dean must be 


remedy sought by the protesting students. In such cases t a ae 
completely involved in keeping the demonstration within the egal p p 
daries established by local authority, and must be a faithful an aosa 
advisor to the central administration and the campus police. ee F 
remedies sought by the protesting students can be ape apis T 
than not, such remedies are impossible to grant. If they coula je ~ 
there would be no need for the protest, OF at least much of the exc! 
and challenge would be absent from the event itself. cx Shc ene OS? 
Theft is a major problem on most campuses today. ) ts soe hel 
covered how vulnerable a university OF college ampus sA n = 
absurdly easy it is to rob a laboratory OF library. Thieves a ae : a pe 
equipment now found on campus iS much more valuable than 1 "i 


ork wi -ampus police 
be. As a consequence, the dean must learn to work with Ne g Aki n wn 
in order to help them prevent his or her college from being 


144 THE ACADEMIC DEAN 


thieves. Historically, academic deans have had very little to do with — 
police, or police of any kind, for that matter, But times have changed, anı 
it behooves the dean tọ foster a close working relationship with campus 
police. No longer the campus buffoons or the object of pe a 
pranksters, campus police today are well-trained professionals, many g the: i 
graduates of the institutions they serve and protect. By making the ade 
police part of the life of the college, by encouraging them to cond a 
security workshops for department chairpersons and faculty, the dean = 
help them protect the college's property, much of which is expensive ye 
easy to steal. The faculty generally have regarded campus police as an 
unnecessary and at least semicomic intrusion in the life of the institution, 
and the campus police, especially the new professionals, have generally 
regarded the faculty as both arrogant and careless of the institution 2 
property. Both had in the past some justification for their views, but both 
must now work together, and it is the dean’s responsibility to provide the 
leadership to bring these two groups of people into a condition of mutual 
respect. 

It is sad but true that many 
battery, and rape. Few campuse 
they are almost all open com 


campuses are no longer safe from assault, 
s are guarded by high walls and iron gates; 
munities, open to everyone, including the 
criminal bent on violence. While the personal safety of the students and 
faculty is largely the responsibility of the central administration and the 


campus police, academic deans can and should encourage the campus 
police to give training sessions to their faculti 
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ttc o ogei My a a a ener 
when given the choice between ¢ li : ice ee - err 
the bees will aibh hod e all ee = sm 

y y ary, all the while wondering 
why, through “creative financing,” it is not possible to have both. But lack 
of funding is not the only cause for the parking crisis that most campuses 
experience today, for after all, parking garages can usually be financed 
through bonding. The real dilemma is, where to put the parking garage? 
Most colleges and universities have campuses whose boundaries are 
delimited by either law or economic conditions or both. And as colleges 
and universities grow, building space becomes precious. Again, given the 
choice between sacrificing green space (eating into the lovely campus mall) 
or voting against having another parking lot, most faculty and most ad- 
ministrators unhesitatingly choose to protect the green space and vote 
against the parking lot. This obviously exacerbates the parking problem and 
increases the barrage of criticism from faculty and students. We know of no 
solution to these problems, for if we did, we would already be rich and 
famous. We urge the dean to tread lightly through this minefield, to take 
no firm stands, to espouse no single panacea, to avoid criticism of other 
panceas, and to stay as far away from the topic as possible. There are no 
easy, no cheap solutions close at hand. But above all else, the dean should 
not put the blame on the campus police; they did not invent the problem 
and cannot solve it; all they do is enforce the parking rules and regulations. 
All one can hope for from the campus police in this matter is tolerance and 


occasional mercy. 


ACKNOWLEDGING THE SUPPORT STAFF 


When all is said and done, it is important for the dean to remember that 
while historically there has always been an adversarial relationship between 
academics on the one hand, and on the other the institution’s support 
staff—its personnel office, its purchasing office, its travel desk, the main- 
tenance personnel, and the campus police—a good dean's obligation is to 
avoid conflict if at all possible, and to make those support systems work for 
the college. There is enough controversy and struggle in the dean's daily 
life without creating new problems. ‘Almost always the support staff of any 

institution betters indeed, quite often 


institution wants to help make that i 
titution than many of its faculty. An 


the support staff is more loyal to the ins í 
institution’s support staff, particularly those in public colleges and univer- 
sities, are generally paid less than their peers in private enterprise. Why, 
then, do they stay? In most cases (always excepting the lower-level 
employees in plants and grounds) these people have a certain pride in their 
association with a college Or university and work for less just for the 

hat the dean must 


Privilege of that association. It is their loyalty and pride t 
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keep uppermost in mind when frustration with some part of the mi 
staff threatens to overwhelm the dean’s sense of equanimity and ines . 
How can the dean help to improve the services provided his or i F 
college by the support staff? It is not enough to shrug one’s S i 
the face of disappointment and frustration and say, “Oh well, they are A i 
and dedicated people who are doing the best they can. Renin j 
tolerance are not enough; the dean must seek agressively to improve ae 
services. The first step on the long road to improvement is to work i a 
establishing personal relationships with key persons in each division a A ; 
institution’s support services. These relationships cannot be ephemen : i 
if they are, they will dissolve in the heart of the first crisis. The dean > 
learn the driving motivations of each of these supervisors and know ce 
pleases them as well as what frustrates them. In short, the dean should b 
on a first-name basis with each of these people. Just as important, the key 
people in the dean’s office, the administrative assistant and assistant dean(s), 
should know who it is in each of these supervisor's offices that really runs 
the daily operation of those offices. It is said that in the American navy, the 
chief petty officers really run the navy; admirals and captains could HO 
function without these chiefs. So it is in many organizations; there is almost 
always a chief petty officer who runs things. Thus, if there is understanding 
and cooperation between the dean's chiefs and the supervisors’ chiefs, 
s misunderstanding and mistrust between the 
happen. More specifically, it is necessary that 
call, know who is responsible for what i 
saves time, prevents emotional stress, an 
promotes swift responses to calls for help. si 
explains a good part of the historica 
itutional support staff. Few department 
members, especially in middle-to-large 
ne face to face with the institution's 


the first step toward understanding ¢ : 
are, of course, exceptions to this 3 

bureaucrats should always remain faceless, for at this level of abstraction 
they are more acceptable than in real life; and some faculty members e 
even some department chairpersons should always be kept hidden from T 
institution's support personnel. Thus, the dean should actively encouras 
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ein key personnel from all of the institution's support organiza- 
staff, Ep o and hold workshops for the dean, the dean’s 
Ghee eseni ¢ airpersons, and the leaders among the college faculty. 
alvas Sees and warkshaps will educate both sides and almost 
e n understanding of mutual problems and thus improve 
A ; g re ationships. 

enr ctl oes hips lene been established and maintained, it is 
to assume cert: - s ane his ge ner aiat an all department chairpersons 
foia aiee Jespongibilities: (a) Since ignorance of personnel rules is 
dean's se an a ass to criticize the personnel division, the dean, the 
dean koud ‘ ne chairpersons must know those rules well. The 
joaiiiabile to a atever waiver clauses are available as often as it is 
cged bs i so. a Department chairpersons should be strongly en- 
Ditiedat cue hoe through on important purchasing requests; unless an 
even une . ject 15. consistently monitored, Murphy's Law has at least an 
Sene T = operata; indeed, passive reliance upon complex bureaucratic 
fice ii nat. made Murphy's Law famous. (c) Someone in the dean's 
desk and š ince J monitor the changing rules of the institution's travel 
(d). The ee all hey? personnel in the college informed of those changes. 
Maintendn we mnst abaya allow for both delays and cost overruns in all 
teria, a mor even those undertaken by contract with private en- 
ofthe ulle i e dean must make sure that in security matters, the faculty 

ge avoids carelessness. 


A n authors of this book do not beli 
rfectibili r : en 
ectibility of man, but they believe that if the dean works hard at 


im i r ae j i r Fo aii 

a proving relationships with the support services of the institution and has 

ag sense n EG ay A 

ago sense of humor, the dean's life, the faculty's lives, the life of the 
ire college will become at once more serene and more productive. 


eve in either a perfect world or the 


QUESTIONS 
What problems or frustrations, if any, have you experienced during the 
past year or two with any of your support agency staff? Which institutional 
support agencies and what levels of staff member were involved? Were 
3 you as dean able to resolve the problem? If so, how? 
+ Do you have special strategies that you employ in dealing with suppor 
F agency staff? What are they? 

-In your opinion, are the problems and 
perienced due primarily to official state Or institutional regulatior 
the staff people who are responsible for carrying out the procedures? 

official state regulations Or policies, who has 
m? What procedures are available, if any, to 


frustrations that you have ex- 
ns, Or tO 


ae 
i the problems are due to 
the authority to change the 
seek relief? 
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5. If the problems are due only to official institutional policies and proce- 
dures, who has the authority to change them? What procedures are 
available to seek relief? 


6. In your opinion, are there justifiable reasons for retaining these policies 
and regulations as they are? 


Interaction with the 


External Public: 
Alumni, Parents, 
Trustees, and 
Legislators 


We have discussed all of the major internal relationships that the dean has 
with other academic and support units within the university. But these 
oan | challenging and at times difficult though they may be, do not 
stitute all of a dean’s professional duties and obligations. There is a 
aes world outside the gates of the campus, a world often referred to by 
: emics as the “real world,” that will test the dean’s energies, courage, 
kaad rion just as rigorously as the various constituencies on campus. This 
inte sa cae J more or less real or unreal than the campus, can be divided 
(al east four parts: alumni, parents (who may also be alumni), trustees 
almost always some of whom are alumni), and legislators (some of whom 
may be alumni). In most universities and colleges there are special offices, 


units, or divisions that have been established to deal with these particular 
s have an office of alumni 


Segments of the general public. Most institution 

affairs replete with a director, a staff, and a series of publications. While few, 
i any, institutions have an office set up for parent relations, generally the 
institution’s Office of Student Affairs is the initial contact point between 
parents and students. Trustees deal mainly with presidents and provosts. 
Legislators are apt to deal with anyone who strikes their fancy; they are the 
most uncontrollable segment of the institution’s external constituency, al 
though most universities and colleges ty tO channel politicians through an 
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office generally referred to as the “office for governmental relations.” 
Sometimes this office is part of a unit known as the Office for Public 
Relations, which generally is concerned with various ways to promote a 
good image of the university. It is surprising, however, how often an 
institution’s public affairs office is unable to deal with the simplest of 
academic problems that may attract public notice. The dean cannot rest easy 
in a belief that, since there are people on campus specifically hired to “do 
public relations,” there is no need to worry about public relations. And an 
office for governmental relations does not, cannot, and will not provide 
protection from restless or inquisitive or hostile legislators. Indeed, while 
all of these offices or units that are designed to deal with the public can 
help the dean interact with it, the dean must conduct his or her own 
relationships with segments of the public such as alumni, parents, trustees, 
and legislators. This chapter, then, will treat those various relationships. 


RELATING TO ALUMNI 


Naturally, the older the institution, the more highly developed will be its 
alumni affairs office and its office of development. And as a consequence, 
more of the dean’s energy and time will need to be spent with these offices: 
Privately supported universities like Harvard, Yale, or Princeton must depend 
upon alumni to provide the funding for a substantial fraction of the 
institution's endowment. These institutions have developed the care, feed 
ing, and cultivation of alumni to a fine art and have made the deans of their 
various colleges an integral part of alumni solicitation and development 
work. Older public institutions of higher learning like the University of 
Michigan or the College of William and Mary have also developed extremely 
effective and sophisticated alumni relations programs. But no matter whether 
the institution is old or young, part of the dean’s responsibility is to conduct 
an organized alumni relations Program. And it may be that developing 4” 
alumni relations program in a new institution, public or private, is more 
difficult than maintaining an Ongoing program at an old institution. New 
institutions have to compete for funds with older, more established institu- 
tions, and this means that they must take special care not to lose the interest 
or the loyalty of their graduates, Thus a dean at a new institution may find 
it necessary to work very hard in establishing both an alumni relations 
Operation and an institutional development organization. 

As good relations are being established with the alumni, the dean should 
remember that occasionally some very 


alumni can be very demanding, 
selfish, and surprisingly ignorant of 


what goes on in the college from which 
they graduated. Their most frequent request lies in the area of admissions: 
They want to make sure their children get admitted to the institution ewe 
when those children are not qualified. Most institutions, both public anc 
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private (especially private), try to give some kind of small advantage to 
children of alumni in the ever more competitive process of admissions 
selections, But, in an effort either to help a business partner, or to impress 
their clients, or for a variety of other reasons, alumni put pressure on the 
institution to admit the children of friends or of clients. Generally speaking, 
the dean does not get involved in these maneuvers, and whenever possible 
should avoid involvement. Decanal stress is intense enough without increas- 
ing it by trying to run an ad hoc admissions operation in the college office. 
The dean, however, has the option not to get involved, depending upon 
the case at issue. In other words, if the dean does not want to cash in too 
many chips with the central admissions office (each unqualified student 
admitted is a very big chip), he or she can tell the alumnus that in such 
matters the dean is essentially powerless; that all those decisions are made 
by the central administration. This, of course, is nonsense, although the 
general public does not know it. A college dean wishing to do so can have 
enormous influence on the central admissions office in individual cases. The 
decanal decision to intervene has to depend upon the potential of the dean's 
college for receiving a reward from the alumnus who seeks the waiver of 
admission standards, and the extent to which the applicant in question falls 
below the admissions standards of the college or university. Virtually all 
universities and colleges use waivers of admissions standards, but the 
Serious question is when is a waiver a favor to an applicant and when is it 
an outright disservice to the applicant. The old cliché “She's a very good 
student but she just doesn’t test well” because it is true; there 
are many students who can earn a baccal 
point average who simply do not score well on : j 
American College Tests. But no great favor is done to an engineering 
applicant who made Ds and Es in high school algebra, high school 
chemistry, and high school physics. It is all a question of judgment based 
on careful analysis, and that judgment call must come from the dean. 
Obviously, the dean cannot cut a deal with the alumnus who is seeking z 
waiver for an applicant; such an arrangement amounts to criminal ine 
All that can be done is to decide whether or not to seek the waiver base 
on what is best for the applicant and hope that some day in the future nai 
alumnus will remember the tolerance and generosity of his or her ‘alma 
Mater (and of the dean). This sort of decision is almost always aima : si 
dean can never give the impression that seats in the college are far sale n 
potential donors, yet donors are absolutely necessary to the hertermeni $ 
the college or university. Generally, an answer of no should id cha 
requests for admissions waivers from alumni; and while responsibi g or 
denial of a waiver can simply be shifted to the central a en 
especially in the face of an aggressive, importunate áltiminus, e T 
should take special pains to explain to the alumnus why a pi a dane 
the best interests of a particular applicant. Most alumni can unders anc 


is a cliché 
aureate with a respectable grade 
Scholastic Aptitude Tests or 
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accept a reasoned explanation of a denial: very few can aye a a 
Statement such as “The applicant doesn’t have good enough test scores 
“The applicant's grade point average is below the cutoff a er 
Alumni are not only an institution's best friends, they are also — = 
severe critics. Much of the fuel for their criticism is generated by stu par 
currently enrolled in the institution. Often these students are children P 
alumni, but many times they are children of friends and neighbors 
alumni. Students, ‘as we are aware, are quite often prone to exaggeration; 
and, despite enormous efforts of the institution itself, they are in ae 
instances ignorant of what policies and procedures guide the institution 
its efforts to educate them. They look at a college or university through very 
narrowly focused lenses: the courses they are taking, the faculty who si 
teaching them, and such highly publicized institutional problems as parking, 
the increase in the cost of tuition that year, and one or two political issues 
that affect the nation itself Thus alumni may get from current student 
sources a distorted view of course requirements for a degree: the foreign 
language requirement, why everyone has to take freshman chemistry, ee 
two courses in calculus are required for admission into the business school. 
And, despite the best efforts at quality control that a dean can exert, every 
college has at least one or two faculty who are, in the judgment of wi 
students, not good at classroom teaching. Students make legends out of both 
good and bad teachers, but usually the alumni hear only about legendary 
poor teachers. Finally, of course, students complain about the institution’s 


A tae , aaa en RT | 
administration, most often focusing on the central administration rather th 
college deans. Indeed, rarely does 


mostly about the sins and general inadequacies 


Seldom enough student reporters On 
the central administration and the 
information is passed on to alumni 
re distorted form back to the dean 
ice presidents. n 
before in earlier chapters in this book, ies 
ience when confronted by alumni with orice 
st of these complaints will be either illfounded ra 
distorted, although some may be factually true. If the dean knows what is 
going on in his or her colleg 
complaints. If the d 


college deans’ offices. This mostly bad 

who, in turn, present it in an even mo 

and the president or various vi 
As we have often done 


Sgk versi dean 
true state of affairs in a college or university. Ho mask 
every complaint received from an alumnus, janet 
each case, and must, above all else, provide a 


Must treat seriously 
down all the facts in 
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es ip a baa ge ting as complaints were received 
complaints, for each com liir jas eita hewitt ie fas i en 
provide an opportunity = RE the alumnus m Jin th nn vata ach 
eerie ate the alo aking the complaint. Each 
: presents the dean with a chance to win another friend for the 
ee or university even if, as usually is the case, an immediate remedy 
: vi ai is not possible. I carefully responding to the complaint, 
S ucates the alumnus, and can help the alumnus change from 
critic to advocate. All it takes is patience and hard work. 
__ Criticism sometimes comes from older alumni who have employed the 
institution’s more recent alumni. The general complaint from this quarter is 
that the more recent graduates of the college or university “don’t know 
anything,” or “they can’t write,” or “they can’t make a decent presentation,” 
or “their heads are full of theory and they don’t have an ounce of common 
Sense.” The authors of this book suspect that this particular brand of 
criticism is as old as universities themselves, and is a product not so much 
of the pedagogical inadequacies of the institution as it is a product of youth, 
inexperience, and the impatience of the older generation. It is interesting 
to note that this form of criticism comes mainly from alumni of the 
Institution's professional colleges such as business (“They aren't interested 
in learning about the product they sell”), law (“They don’t know how to 
behave in court”), engineering (“They can't write a decent report”), and 
journalism (“They don’t know how to ask the right question” ). While this 
book is not the appropriate vehicle in which to conduct yet another version 
of the classic academic debate about the relative virtues of a general 
education versus a professional education (some would put the debate more 
uncharitably: education versus training), it is necessary tO assert that most 


colleges and universities are not interested in preparing their students for 
s. Most colleges and univer- 


Specific jobs in specific corporations or industrie: 
sities attempt to do two things at once: educate their students in a general, 
ake specific 


liberal arts and sciences, sense, and prepare those students to m: i 
contributions in specific fields of endeavor. This is not an easy task, and it 
the insistence of the various profes- 


is made more difficult all the time by 

sions that the college's curriculum accommodate itself to specific profes: 
sional imperatives. Add to this insistence the incredible acceleration of 
technological advances in most professional fields, and the dean of a 
professional college is faced with a dilemma that not many alumni can easily 
appreciate. Here the dean must revert to his or her original role, that of 
educator, and lead the alumni to an understanding of the dual nature of a 
college education. As we shall see, there are plenty of ways in which the 


dean can teach the alumni. 
Generally, there are far more alumni who act 


as servants to the university 
Or college than there are critics. Most alumni welcome the chance to serve 
their alma mater, and most of these direct their energies and attention f 
the specific college from which they received their degree. Some few o 
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them, by virtue of their success in life, serve as inspirational Tois to ai 
college or university, andr come back to give commencement address a 
dedicate buildings (sometimes in their own name), and some few cau : 
come back to join the regular faculty or serve as adjunct faculty. Seldom 2 

their loyalties directed to the institution as a whole, for while they may eed 
the banner of the institution, wear its colors in their ties, and identify will 

the general welfare of the institution, they generally make their gifts of cea 
wealth and talent to a specific college or academic unit within the institu 

tion. These are some of the most important people that the deans can 
cultivate. They are the ones who can fund, help to fund, or find other people 
and corporations to fund the college's needs, from buildings to i 
ships to scholarships to equipment and libraries. The dean is always nepe 
in relationships with these individuals by the institution’s ne 
development staff, but usually the dean is the key figure in making the 
relationship a happy and beneficial one. Sometimes these alumni are 
controversial; almost always they are strong-willed and even stubborn. The 
dean has to study them, to know their tuling passions, their likes, and their 
dislikes, and, if at all Possible, accommodate to those beliefs. Occasionally 


usually wealthy) alumni in a way that the goals of the college become es 
es and the other is satisfied. 
. ve alone; 
s task can seldom be accomplished alon 


ne president, and the develop- 
ment staff, 


Alumni, both powerful and not so Powerful, often can serve as recruiter 
The most obvious area for re 


cruitment activities is the search for aoe 
students. Many Private institutions have developed highly trained cadres y! 
alumni recruiters who operate in every region of the country to help 
institution identify and enroll bright, talented students. But this activity nee 


not be limited to Private institutions, Many public universities have 
activities of their own—activities that are se 
ent of large, swift, and agile young men a 
scholarships. Some colleges and oT 
now have alumni recruiters whose specific task is to identify and Ta 
National Merit Scholars and other bright and accomplished high choo 
graduates. The dean can help the institution involve alumni in ae 
recruiting efforts, for, again, alumni tend to think first about the college ia 
which they received their degree when they decide what kind of ree 
of time and energy they will devote to their alma mater. Obviously, the ae 
is interested in recruiting to his or her college as many bright students a 
possible, and by encouraging the alumni to help in this activity two things 


women interested in athletic 
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are accomplished: the college enrolls good students and alumni who helped 
bring these students to the college are bound closer to it by learning more 
about it and investing time and energy in the college through the process. 
The dean should also remember that alumni can act as recruiters for the 
college's faculty and for the institution’s administration. Historically, alumni 
have often been involved in recruiting a president for their institutions, and 
the older the institution, the more likely it is that alumni will have a major 
role in this endeavor. Sometimes deans serve on search committees for 
presidents or provosts or vice presidents, and the better the relationship 
with the alumni, the greater the influence the dean is likely to have on the 
selection. If channeled appropriately, this influence cannot help but benefit 
the dean's college. But these are infrequent events, and the dean is much 
more likely to have occasion to seek the help of alumni in recruiting faculty 
members. This is particularly true in professional colleges such as business, 
law, and engineering, when an attempt is being made to recruit a highly 
renowned nonfaculty-type practitioner whose professional contributions 
make him or her a very desirable addition to the college's faculty. Transitions 


of this sort—from a professional practice to an academic post—are often 


difficult for the person to make. There is sometimes need for the help and 


encouragement of alumni who know and work alongside the person being 
recruited. Furthermore, a person may be highly successful in a particular 
Profession but be lacking in the temperament necessary for equal success 
as a faculty member. Sometimes alumni can give excellent advice about that 
person's temperament and how he or she would function in an academic 
environment. Thus the dean has yet another good reason to know as many 


alumni as possible. } 
But the question is: how can the dean find time to travel through Kro 
State, region, or nation to get to know the alumni? There is ampa niok 
Enough time (nor a big enough travel budget) to go out to meet the a uiai: 
they must come to meet the dean. Increasingly, colleges and papi es 
are implementing programs that bring the alumni back to campus: a 
Within institutions often plan their own special Kamen ae adli 
conjunction with the big institutional homecoming event, ie aala 
scheduled around a football game or some other sports event. apie anal 
tthe komer ming seriousiy and take advantage of the annual sea : ae 
Celebration to bring as many alumni as possible through the doors ¢ 


i ime to get alumni 
college. While a football weekend is not an optimum time to ge = 
of the college, it is better thar 


deeply and seriously involved in the lite Ee al fon til tite, 
nothing. Special college-oriented events should bE gent the alumni. 
events designed to please, educate, and, if pasible aman the major 
These activities of course have to be planned in oor e e and class 
events of homecoming, such as banquets, parades, Sa plan de major 
reunions, but if the dean takes an active role in NEPMs a separate 


; -lece-related events. At 
events, he or she can easily plan special, college elas 
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or three-day college course (“Go back to school for a weekend”), a A 
Opportunity is made available to present in detail not only the goals o 


and understand the unit. In this case, 4 
committees the better, for thi 
be recruited for the college, and, of course, 


increases the dean’s Opportunity to know the 
alumni. 


Now, then, if all these interactions with alumni are energetically and 
skillfully conducted, if all the complaints are handled properly, if lor 
recruiters are appropriately recruited, if the inspirational figures are guide 
into productive paths, and if an active core of alumni are put to work to 
help the college, then the dean can b 
tions: donations for scholarships, endowed chai 
and foundations, books and equipme 
noted earlier, the solicitation of gifts, or a 
delicate business, an 


tion's development staff to assure that the be 


this expanded iro 
largest possible number € 


x ill 
nefit from the dean’s work w 


E e 7 5 if the 

the institution's President, anarchy and failure will be the result. a ae 
` : ; = i J L 

dean's work has been done well, the college and the institution will flc 
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DEALING WITH PARENTS 


Parents are very i aai: r 
e e A a e parent. Just as there is no such 
Preven a wima sci t ere : no such thing as the perfect college. But 
aaea acts cst a i at this ratio of a thousand to one is 
NEEN ee ow: g ife of his or her tenure in office. Even at large major 
pith : ia : parents should not be considered irrelevant irritants that con- 
Neba mt per ii time, time that might be better spent hiring a potential 
demiey — or closing the deal on a million-dollar grant for the 
college te — Parents are relevant, for if they once turn against the 
en i Prego there will be no need to seek the potential prize 
before the ` ae ion-dollar grant. Parents should be taken seriously even 
fine ances es T enroll in the college or university. Why? Because all 
parenie h bees lable on this somewhat esoteric subject indicates that 
ites n Ea rs ar the most influential factor in helping the student decide 
hel ares a a ta attend. True, scholarships, institutional prestige, glamorous 
ae faze ss A sports programs, and fraternities and sororities are all factors 
college R i influence the high school graduate to decide where to go to 
five alin none of these is as important as what the parents think about 
rin a Thus parents can and do, perhaps unwittingly, become either 
s or adversaries of particular institutions. 

What can the dean do about this state of affairs? The easy answer is, not 

about it. But this is not true. While the responsibility 


Much, so don’t worry 
largely with the profes- 


> Promoting a good image of the institution rests 
nal staff employed by the central administration, and while deans cannot 
obviously visit the homes of all potential student applicants, they can take 
rh to influence some parents. They can help the central administra: 
n its recruiting efforts by writing the best and brightest high school 

ap aes about the advantages of attending the institution. Recent advances 
chnology, including the laser printer, now make mass mailing look 


Personal, and the dean should take advantage of these innovations and 
there around the state 


anes a recruiter, An occasional speech here and 
gion at a service club or a public function is also a way to impress 
Parents and make them think well of the institution. 

But more important than promotional material and speeches 


Of exhortation is the reputation of the college and university for how it treats 
ve grapevine out there in the 


Students. There is a large, amazingly effecti 

general public that operates to either the advantage or the disadvantage of 
a college or university concerning how it treats students. Parents of students 
currently enrolled talk to parents of students yet to be enrolled, and, as we 
all know, bad news travels faster and farther than good news. Thus the 
dean's Most important work with parents is not done with them at all, but 
With their children, the students in the college. A great deal about the 


and letters 
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relationship between deans and students has already been written in chapter 
5. Perhaps all that needs to be noted here is that not only must student 
complaints be taken seriously, but complaints from parents must also be 
given timely, thoughtful, and most important of all, accurate responses. Most 
of these complaints will be without substance or partially, if not wholly, 
inaccurate. No matter. The complaints have been written with sincerity; 
parental concern is not a trivial emotion. These complaints cannot be turned 
over to a secretary to handle; they cannot be filed in a drawer to be 
answered at a less busy time. They have to be responded to without great 
delay and without great testiness. To delay is to invite the parent to write 
to the president, and all that can mean is more work and more explaining 
than if the complaint has been handled promptly. 

Handling complaints promptly and thoughtfully is not, thank goodness, 
the only way the dean can build a positive image of the college or university 
in the minds of parents. After all, there are far more happy students than 
there are sad or frustrated ones, An effort should be made to notify the 
parents of successful students. While virtually every student is going to tell 
his or her parents about making the dean’s list (usually 3.5 or better) for a 
Particular term, the parents are almost always elated to have that same news 
confirmed in a congratulatory letter from the dean. A scholarship won, 4 
thesis prize secured, election to a student office, these are all happy 
occasions not only for the student but for the parents, and usually the parents 
continue to talk about these triumphs long after the student has forgotten 
about them. Thus letters from the dean about these happy events ape 
generally treasured by the parents. Not only should the dean engage in this 
sort of public relations work, he or she should encourage department 
chairpersons to help make the parents feel good about the institution. The 
important thing is that parents must be made to understand that the college 


or university cares about its Students. If an institution has a reputation for 
caring about its students, its future is golden. 


INTERACTING WITH THE TRUSTEES 


After a particularly unsatisfactory conference with the president the dean may 
occasionally return to his or her office and muse over the following 
questions: Who governs the president? Who guards the guardian? The 
answer, of course, is that the trustees do the governing, and sometimes the 
decision the dean gets was not really the president's decision, or at eas 
not really the decision the president wanted to make; it was the decision 
the trustees made. These people who are generally remote from the giy 
activities of the institution are the policymakers, and if they do not y 
actuality make some or all of the institution's policies, they at least an 
and support those that the president has proposed and persuaded them ' 

accept. There are several different terms for the members of this governing 
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a aa na common of which are trustees and regents. We will use 
gee w = it i5 generally interchangeable with the term regent. In 
en j “eo govern but do not manage. The older the institu- 
pon Jerre the trustees are to engage only in governance, but in 
oie set me old, there is always the distinct possibility that 
pa ioa pes W | decide to be involved in management decisions. 
Lm ce hee e rustets there are on the board (some institutions have as 

y as forty), the less chance there is for them to engage in the practice 
ge boards have been known to ignore 


of managing, but even subsets of lar 
licy and implementing it. Seldom, 


a difference between making pC 
a aa U dean have to worry about whether the institution's 
eng a ss o or mao that Ba worry, a problem, that presi- 
a a ‘se 5 Lape see sat ae to understänid 
Paar asa $ = yand hat tHe biS o t he pañ s boss i5 the board 
ecaa ean who once understands that ineluctable fact of life can 
IONA Si am why, perhaps only on rare occasions, the president's deci- 
a particular matter may be absolutely opposite to the president's 

known philosophy or position on an Issue, 
P As governors, the trustees do more than make or ratify policy; they also 
a E for the institution and its constituent colleges or divisions. 
1S advocacy usually takes form in fund- g activities. Indeed, in private 
universities and colleges the trustees are the institution’s chief fund-raisers. 
big hog awe trustees because either they can give substantial donations 
institution or they are in positions tO influence others to give. In 
public universities, trustees are seldom expected to engage in fund-raising 
from the private sector or to give large gifts themselves, although it never 
hurts a public university or college to have on its board one or more persons 
of great wealth. Rather, trustees of public universi 
for their institutions as advocates tO the state legislature. I 


expec : ï j ee 
— to defend, nourish, and otherwise protect public 
he arena of the state legislature. In some states, for some ins 

artisan basis as other state 


are elected by the public on the same P 

ment elected officials. But most often they are chosen by elected officials, 
generally the governor of the state. Sometimes they find their way onto 
boards of trustees because of the political that they may 


i or financial support 
a given or will in the future give to the elected official who appointed 
t . 

hem. In short, trustees are seldom a 


cademic people; rarely do they know 
a great deal about the institutions they are expected to govern even if they 
happen to be alumni of that institution. Most trustees of private institutions 
are alumni and are fiercely loyal to the institutions , although their view of its 
role and mission may be hopeless ly outdated. On the other hand, while 
some trustees of public institutions are often alumni and while their loyalty 
to that institution may be strong, their loyalties are almost always tempered 
by political consideration. some trustees Of both private and public boards 
are there primarily because they are famous; fame is their one and only 


raisin; 


ties are chosen to function 
deally they are 
universities in 
titutions, they 
govern 


160 THE ACADEMIC DEAN 


qualification. And some trustees are put on both private and public e 
because of their particular point of view, because of the geographica 
location of their home and/or business, because of their race or sex OF age. 
In recent years, at some institutions, individuals have been a 
trustees because they are students. By and large, trustees are successtul, 
energetic, and intelligent people. Sometimes, however, they can be ome 
sometimes capable of highly unpredictable behavior, acting on a dearth o 
information (they are almost always far too busy to be well informed), yet 
serving out of a sense of public or private duty. 

At most institutions, the most direct way in which trustees affect the 
dean’s life is through the approval of salary structures (this pertains only $ 
private institutions) and the approval of the establishment of academie 
programs. Only in the smallest of private institutions do the trustees approve 
salaries by individual line item action; generally these trustees determine 
the financial posture of the institution's endowment together with its 
projected tuition and incidental revenues, and then they decide what the 


. i > st 
general salary structures will be for the fiscal year under question. So mos 
deans need n 


all deans do 


degree programs at the hands of the trustees. And that is why deans must 
at least Occasionally deal with trustees. ats 
ustees is a perilous thing. First of all, it is a 
relationship with the boss of the dean’s boss and thus, except in me 
close relationship. Presidents and vice 
‘vous when a dean establishes too close 


es are generally ignorant of are 
ey are often highly impressionable people, 


A i z e 
slow to forgive, easily bewildered when p 
encounter differing opinions and ideas about institutional policies i 
procedures. Thus, the dean works in a minefield when interacting Wi 


ge for his or her college only to find ha 
not accept that position. A lone, zealous ause 
may persuade a dean to a particular point of view 
ution as a whole, and then the dean, pumped ki 
by this newly found trustee friend may find that the reason the trustee iS 4 
loner is that none of the rest of the board puts any credence in that — " 
views or judgment. Sometimes the dean may be tempted to cut a deal a 
one or more trustees, a deal that has no great support in the e 
administration. The deal may go through or it may not, but what is gon 
is that the trustees come to campus only six or eight times a year, wane 
the president and the vice president come to work every day. In other ee 
the potential always exists that the dean, in dealing with the trustees, 


with a particular idée fixe 
about the college or instit 
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alg ck igen and whipsawed. It is best for the dean to keep 
samme “ale = — mesi of ihe me; Machiavelli’s advice is 
ah $ h your trust in princes. an ‘ 

Titers dee ae pae, ee ~~ must interact with trustees. 
program the institution wishes eee a aA Loe wre tr be 
a canine i ish, and this means that the president 
a a e president need the dean’s help in making the case 
iiisoe E csi legree program is proposed in the dean’s college or 
deeree en l program is at the baccalaureate level, the dean and the 
Leta ve P with the president, generally make the proposal first 
TA g T t pe orally to the trustees. Usually it is the dean who writes 
If the a = a carries the main force of the argument before the board. 
Pek ne = new degree program is at the graduate level, generally the 
areident ae team is made up of the president, the academic vice 
ee nS gratinate dean or vice president for research, and the college 

. But since it almost always is the dean who initiates the original 
proposal, he or she must be a major participant in the negotiations with the 
trustees, Thus the dean must know the trustees, at least those who are 
responsible for program approval activities, and obviously the better the 
dean knows them, the easier the job will be in successfully presenting a 
proposal. This interaction works both ways; the more the trustees know 
about the college, the more likely they are to be sympathetic to its 
aspirations and plans for developing new programs. The dean, therefore, has 
to involve the trustees in the work of the college and make them aware of 
its role and mission, its strengths and weaknesses, its needs, and the 
demands that are made of it from the rest of the university, its major 
constituents in the professions, and its alumni. Sometimes a trustee is best 
involved by being placed on one of the college's visiting committees; 
sometimes the best way is to simply recruit the trustee to be an advocate 
for the college, a fairly easy task if the trustee is an alumnus. But always 
these interactions should be done with the full knowledge and support of 
the central administration. The optimum set of circumstances for the dean 


in these endeavors is to be encouraged, even directed, by the central 
administration to establish good working relationships with one or more 
s as program approvals 


trustees and make them advocates. Then such thing i 
and fund-raising projects for the college by the trustees become easier an 
generally pleasant challenges for the dean. 


WORKING WITH THE LEGISLATURE 


e state legislature is yet another layer of bosses 


f trustees. These people are, in some ways, 
t the dean may ever have 


here from 70 percent 


< public universities, th 
eyond the institution’s board © 


the most important group of all power figures tha 
s normally provide any! 


to work with. State legislature: 
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> spending upon 
to 90 percent of an institution's annual ioperatmng ap rip 
the size and maturity of the state university or college. : as 30 percent of 
research-oriented universities sometimes derive as mye n as aapaineienet 
their annual operating budgets from sources other thd. wor pa eii 
smaller universities and colleges without significant reas S erase 
depend almost exclusively on annual state appropriations. TT te varies in 
of state contributions to the institution’s operating budget is z rograms, 
accordance with the institution's endowment and private nee | : en sub- 
for in recent years many state-supported institutions have develop! te of 
stantial endowments. Indeed, some state universities make a P MODS 
describing themselves as “tax-assisted” rather than tax-supported es endent 
Nevertheless, all public colleges and universities are heavily ; A me 
upon the annual appropriations from state government. (Same a a Raion 
tions get a biennial appropriation, but biennial budgeting is large annually) 
because biennial appropriations are made only to be changed mint 
Most state universities are so tightly budgeted that a swing of 3 p a 
an annual appropriation can mean the differences between a gues 2 aay 
bad year. No wonder, then, that deans, vice presidents, and ee 
very close attention to all legislative activities and work very hard to 
successful legislative programs each year. ea public 
Not only do state legislatures control at least 70 percent of a | tite 
institution’s annual budget, they pass laws annually that affect the an of 
of the institution, sometimes, unfortunately, right down to a oe of 
micromanagement that can include teacher-student ratios in certain a 
freshman and sophomore classes. In addition tọ setting general ek 
structures for the faculty and support staff, state legislatures pass a ne 
establish personnel policies (fringe benefits, job classifications, et 
policies for nonacademic staff, retirement plans, travel and moving Fae 
to name a few). State legislatures are generally the final approval eg 
for the establishment of large programs in universities such as new larly 
schools, medical schools, and engineering schools. Sometimes, patie he 
in rapidly developing states, the state legislature usurps the function of ical 
board of trustees and tells the board where a new law school or mgo 
school will be established. (Although the university that is the recipient a 
a legislatively mandated new school such as law, medicine, or engineerin 
will publicly deny having had anything to do with such legislative pat 
seldom do legislatures decide capriciously and independently that the a : 
needs such new schools located at particular universities; almost stg a 
great deal of political activity on the part of the receiving institution m 
gone on behind the scenes. ) Legislatures also finally will determine whet p 
or not a state may establish a new college or university, will determine al 
location (always a fascinating study in power politics), and sometimes ii 
even determine the name of the new institution. T 
What does the dean have to do with all these far-reaching deri mre 
How does the dean figure in these large and powerful fields of force? 
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answer is, generally, very little. But it is absolutely necessary that the dean 
understand clearly how these forces work in order to make the best plans 
possible in such a volatile environment. A dean ina public university always 
operates in a state of desperate contingency, and the plans for his or her 
college are often hostage to such things as the price of a barrel of oil or a 
change in political party control of the state legislature and/or the governor's 
office. This is not to say that the dean must run and hide while the gods 
war with one another; it is not to say that the dean cannot plan rationally 
for the future of the college. Very few state universities have ever been shut 
down by a state legislature, and while in recent years in various parts of the 
county state universities have seen their budgets cut drastically for short 
periods of time, inevitably the state university as an institution has not only 
endured, it has prevailed. (Indeed, it is the private college or university that 
is at most risk in today’s society.) But the more the dean knows about the 
Workings of the state legislature, the better he or she will be able to 
determine the difference betwween a teapot tempest and a tornado. 

It is important to remember that in most state legislatures only a few of 
the legislators are seriously interested in the education process itself. The 
Nuts and bolts of personnel policies, program approvals, and audit reviews, 
the academic successes and failures of colleges and universities either 
mystify or bore the large majority of legislators. But those who are interested 
and knowledgeable about the academic process must be carefully cultivated, 
further educated, and fully heeded. Generally, these are the people who 
become chairpersons of committees and subcommittees on higher educa- 
tion, and the work of these committees and appropriation committees 
determines usually the annual fate of the university and the dean's college 
or division. Whenever possible the dean, with of course the full knowledge 
and approval of the president, should try tO bring these key legislators to 
campus in order to teach them as much as possible about the college, s 
faculty, and its students. Deans, however, should follow the general mei ot 
staying away from legislative sessions, and should strenuously avoid, nes at 
commanded or asked, appearing before subcommittees and commi : T 
the legislature. The games played during legislative sessions are A 
complex; political agendas are almost incomprehensible to the E cen 
chances for disaster are fairly large when one appea’s before a subco! 

Or committee unless one i tharoughly coached beforehand. — B 
; Although only a few legislators ty to understand how a he GARE age, 
Virtually all legislators are deeply interested in funding them.. pre ame 
facing each session of the legislature is tO fund appropriately EOE A 
agenci -ae one of the two or three major 
agencies, In virtually every state, education 15 ongo hemon S poir 80 
Consumers of the tax levied dollar. Typically, education consumes k 


‘hy visible part of 
Percent of the state’s annual budget and is thus a very ht a ati, 
€ach annual appropriations act. And curiously, Or pel state’s budget. 
“specially higher education, is the most vulnerable per ; 25 “CF economic 
Universities and colleges are NOt highly visible engin 


sity works, 
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development; they appear to produce nothing tangible. They are extremely 
costly enterprises and their cost always soars upwards. (“Why do they always 
need more books?”) They are populated by people who (in the view of 
some taxpayers) from time to time cause trouble, trouble of a particularly 
uncomfortable kind in that they are constantly posing moral and ideological 
dilemmas for legislators and the general public to solve. These academic 
employees do not, to the lay public, appear to work hard. (“How can 4 
professor work an eight-hour day and yet teach only twelve hours a week?” ) 
All these misconceptions come into play when budget-setting time arrives 
during the session. That is why no dean can treat lightly any request Or 
complaint made by a state legislator. And that is why the central administra- 
tion and the college deans must work so hard, not just during the legislative 
session, but all year long, to educate legislators. 

While it is to the great benefit of the state universities and colleges that 
there are always in every state legislature at least a small number of 
legislators who are seriously interested in and concerned with the institu- 
tions’ welfare, sometimes these people can be a mixed blessing. A deeply 
concerned legislator may also be an activist, reform-minded legislator who 
wants to help improve the university but only on personal terms. For 
example, this sort of person may be both an admirer and a critic of the 
university, admiring its undergraduate programs but critical of “all the 
resources that are siphoned off the undergraduate program to support 
research.” Thus, unless checked, this legislator may decide to introduce a 
bill to earmark appropriated funds for undergraduate teaching and constrain 
the percentage of such funds that can be used to support research activities. 
tt generally takes all the persuasive powers that both the central administra- 
tion and the dean possess to make the legislator understand that teaching 
and research cannot be divorced from one another, that each feeds off the 
other, and that to constrain one is to constrain both. Reform-minded 
legislators who are supporters of education almost invariably are prone to 
become involved in micromanagement, and seldom, if ever, do these people 
know enough to be able to understand the operation of the law of 
unintended consequences. They simply believe that if something is wrong. 
a law can be passed to correct it. (This tendency of reformist legislators is 
not limited, by the way, to those interested in higher education.) This is 
why presentations to such people must be carefully thought out; this is why 
deans and others in a university or college need to think twice before 
presenting reformist legislators with horror stories about the impoverish- 
ment of this or that aspect of the institution. 

As noted earlier, life is never simple in politics; seldom is anything what 
it appears to be. Deans should always remember that legislators have their 
own constraints, and no matter how devoted they may appear to be to the 
cause of higher education, their first devotion is to the people who elected 
them, a concept that should not surprise anyone who believes in the theory 
of democracy. Deans sometimes misunderstand this truism, especially if they 
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are dealing with a legislator who is an alumnus, and most especially if this 
P ma legislator-alumnus represents a district some distance from the 
Pha : oo the dean’s college is located. This legislator may pledge 
ee ve oyalty to a program that will benefit the dean’s college or 
porate but if that program somehow becomes hostage to another, totally 
i ogee F ane in the legislator's home district, the chances of the univer- 
Ta program becoming reality are slim or none. Furthermore, all states 
i e more than one state-supported institution of higher education. This 
eads inevitably to political as well as academic rivalries, and quite often it 


ecomes necessary for universities to log-roll or trade off in order for each 

a š s à i 
ompetitor for the state dollar to achieve any measure of success in securing 
his fact in mind in their interactions 


funding. Deans should constantly bear t 

with their colleagues in other state-supported institutions in the state. In the 
Political process, the universities and colleges that join together to seek 
funding from the legislature fare far better than those who engage in 


8ive-no-quarter, take-no-prisoners conflicts. While compromise in political 
competition may mean fewer dollars to each of the competitors, fewer 
dollars are better than none at all. One particular state university may refuse 
to compromise and may win one battle during one legislative session, but 
there is always another session next year, and most state legislatures have 
a substantial turnover every few years. As politicians are fond of saying, “It's 
a round world, and what goes around, comes around.” 

Perhaps the most dangerous game that politicians sometimes play with 
universities is the soe ge the-state-university-25-2-football-at-clection Une 
gambit. Presidents, vice presidents, and deans, especially deans of profes: 
Sional colleges that are subject to state licensure laws, should seldom take 
sides in elections to the state legislature. Only if the integrity of the college 
Or university is impugned by electioneering legislators should representa- 


Uves of the university come out and fight, and even then it is wise to leave 
ity’s board of trustees, for that is one of 


Most of the defense to the univers! hae 
their main functions—to protect the institution from irresponsible politicians. 
But if in the unhappy event that the trustees are unwilling or unable to 
defend the university during an election campaign, then the spokesperson 
for the university has to be the president. Deans, unless they are ready 9 
retire, ought not to get involved in these parlous events. When politicians 
attempt to use universities as issues in their campaigns, they usually use 
them in a positive way: “Tf you elect me, Į will make sure that our n 
Universities will be second to none in this great nation.” Now, that is a ea 
Cry to warm the cockles of every academic heart, but no one shou i K 
fooled by it into actively joining the campaign against the enn a able 
Speaker of those golden words. It is appropriate to encourage those lau rye 
Sentiments, but foolhardy to believe that they will either come to pas 


: as ras 
that the speaker's opponent is evil. The opponent may aa yo tee 
On the potential of the state’s gene an ye 


ral revenue receipts 7 te 
is percent, 
to know that (for instance) unless state taxe: sed by 14} 


s are ral 
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state’s universities are not likely to achieve sudden eminence. Most 
academics tend to overlock the fact that to the general public taxes are a 
graver issue than improving the quality of higher education. This is the great 
disadvantage for the dean who works in a public university; such an institu- 
tion can never be sure what next year’s appropriation will bring. On the 
other hand a dean working in a public university knows that thanks to the 
taxpayer there will always be another appropriation next year. Deans in 
some private institutions are not always blessed with such reassurance. 


QUESTIONS 


These questions are designed to help deans review their own ongoing 
relationships with the various segments of the public. 


1 


How much of your professional time is spent in dealing with complaints 
from alumni? 


i 


Do you have or are you in the process of developing an organized group 
of alumni from among graduates of your programs? How well is thë 
group functioning? Have one or more of your alumni assisted in recruit- 
ing students or obtaining financial gifts or grants for the programs? 

Do many parents make complaints directly to the dean’s office? What is 
the general nature of their most frequent complaints? What percentage 
of your time is spent in dealing with them? In your experience, have any 
of the complainers ever converted to becoming advocates? In what ways 
have parents directly helped your programs? 


What direct experiences have you had with members of your board of 
trustees? Have your interactions with them been at the request of the 
president or vice president, or at the direct request of the board or one 
of its members? Have you ever requested to appear before the board? 
Was permission granted or denied? What presentation did you want to 
make to the board. Have any of your interactions with the board 
benefited your programs? Which programs were they and how was the 
interaction initiated? How did it get on the agenda? Did any of your 


presentations receive neutral or negative responses from the board? What 
were the circumstances? 


How closely do you keep track of legislative activity during legislative 
sessions? How well do you keep updated on new or continuing laws 
that may affect your institution or programs? Have you ever helped the 
president or vice president provide information about your program tO 
one or more legislators individually or in committee? Under what 
circumstances? Did you ever make a presentation by yourself? under 
what circumstances? Do you think the presentation—either yours alone 


x X J a 
or the one made together with the president or vice president—made 
difference? 


10 


Epilogue: “How Am I 
Doing?” 


This book was written with the central idea of treating in some detail all of 
the possible challenges and problems that the dean might face during his 
or her tenure, a task that demanded consideration of all of the various kinds 
of people with whom the dean might interact in the course of making the 
college better for its students and faculty. Thus it has turned out to be a 
lengthy book, and we are perhaps like the person who, when asked what 
time it was, responded with a manual on how to build a watch. Deans are 
Not watchmakers, but the time they keep is certainly more than a mere 
counting of minutes and hours. They have complex jobs and are called upon 
to solve intricate problems, and the best attribute they can bring to the job 
is patience, Perhaps, then, they deserve a manual as detailed and lengthy as 
this one. 

But, when all is said and done, and when all of the advice in this book 
is either heeded or in some cases appropriately ignored, inside the mind 
Of a conscientious dean there will always hover the question, “How am | 
doing?” The answer lies outside this book and in the minds of the dean's 
constituents, the central administration, the chairpersons, the faculty, the 
Students, the support staff, and all those outside the university or college 
Who in one way or another affect the fortunes of the dean's college or 
division. It is to these people that the dean must go—not, of course, with 
the blunt question, “How am I doing?” but with a much subtler approach, 
the main ingredient of which is careful listening. Good listening is the key 
NOt only to survival but to success. A dean who cannot listen cannot survive. 
While this maxim sounds simple, it is not, for there are many different ways 
to listen—and as many ways to fail to listen. 

. The easiest way for the dean to find out if he or she is doing a good 
job or a poor job is to listen to the academic vice president or president or 
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whoever conducts annual evaluations. (As noted earlier, any dean who is 
not evaluated annually by a supervisor should insist upon instituting the 
practice of annual evaluations.) In most cases, it is the provost or academic 
vice president who evaluates the dean. A courageous vice president can be 
extraordinarily helpful, and if the vice president is frank and open, yet 
generous, the dean can gain solid information concerning his or her job 
performance. Unfortunately, however, there is not a surplus of academic vice 
presidents who are frank and open, yet generous. A few, curiously enough, 
are almost totally nondirective and avoid the imperative voice at all costs. 
Deans should not even try to make sense out of an evaluation given by a 
nondirective vice president. But most vice presidents, while not always 
candid, will attempt to give useful advice and criticism during the course of 
an evaluation. The advice or criticism may be obliquely presented, but it is 
there. This is where the dean must become a good listener, listening 
carefully for the casual observation, the throwaway remark that reveals what 
the evaluator really thinks about some aspect of the dean's job performance. 
The vice president might say, “Well, Frank, I see that you missed the last 
two of the president's retreats, Of course, you've been very busy with that 
national office you hold in the American Association of Electrical Engineers, 
or whatever the name of that Organization is.” A dean who is a poor listener 
will hear only the phrases, “very busy with that national office,” and come 
to the erroneous conclusion that the vice president thinks it great that the 
dean holds a national office. A good listener will hear the phrases “missed 
the last two of the president's retreats” and “whatever the name of that 
organization is” and come to at least two conclusions: (a) it is not a good 
idea to miss the president's retreats and ( b) the vice president is not overly 
impressed by the organization in which the dean holds a national office. 
These conclusions may lead the dean to listen even closer for any hint that 
the vice president believes that dean to be neglecting college business for 
off-campus activities. It is possible, of course, to listen too hard, to be too 
clever at exegesis and thus become at least slightly paranoid. The important 
thing, however, is to avoid becoming a selective listener; the dean must 
listen to all of the evaluator’s Sentence, not just the dependent clause that 
carries the good news. Sometimes, the vice president may choose not to 
have an evaluation conference but to write instead an evaluation letter. AS 
noted earlier, the best practice is to do both. Generally, nondirective vice 
presidents and shy or weak vice presidents write letters instead of holding 
evaluation conferences. In such cases, the dean must become a good reader 
instead of a good listener, and usually such an evaluator will offer more 
clues in a letter than in conversation, which most of the time is clueless. 

If deans find it sometimes difficult to get a useful evaluation from their 
supervisors, it is often even more difficult to get a sense of their job 
performance from those whom they supervise, the department chairpersons. 
Just as most deans are reluctant to be totally candid about the job perfor 
mances of their vice presidents, so the chairpersons are not often willing tO 
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be open with their deans. It does little good for the dean to say to the 
chairperson, “How am I doing?” This almost always results in a clumsy and 
awkward sequence that leaves both parties wondering about the other's 
sense of proportion. 

But chairpersons provide plenty of clues to the dean who simply stops 
and thinks about what has gone on in the past year. If a dean has a college 
or division with ten department chairpersons and one, possibly two of them 
have performed badly during the past year, that bad performance is probably 
not the fault of the dean, although the dean should never feel absolved 
from that kind of blame simply on the basis of statistical odds. The poor 
performance of one out of ten chairpersons may, in fact, be the dean’s fault. 
If, however, four or five of the ten chairpersons have performed badly during 
the year, it is time for the dean to do some soul-searching. Has the dean 
8lven good directions openly and clearly? Has the dean spent time during 
the year advising those chairpersons who performed badly? Here it may 
he useful to review some of the lessons presented in chapter 4. In many 
cases, a chairperson’s poor performance may be due to the unwilling 
Ness or inability of the dean to share relevant thoughts and ideas with the 
chairperson. : 

A very good source of information about the nature of the dean's job 
Performance is the faculty. They are usually even less willing than depart- 
ment chairpersons to state their criticisms directly to the dean—although 
Some senior faculty, full professors with long service, are afraid of no one 
Or no thing; they are cardinals of the church and listen even to the pope 
in “ppaniairs Ifa group of faculty meet with the dean to request that 
alan appointed as a goals committee or a committee On strategic 

` ning for the college, the dean should immediately recognize that his or 
tie De being questioned, The message here to the dean is that 
tities EE cenit is rudderless, and the dean has no vision of the 
The fn sea yet, ai vision not only clouded and dim, but wrongheaded. 
one, er look haak over the year and make a rough estimate of 
dbn oo tilly have come into the office to give (not offer, give) advice 
faculty E e aspects of the college. Has the dean been inundated with such 
A Ialt If so, something is awry, for although no dean is ever safe 
iob ris visits of one or two senior professors who believe that part of their 
dete nia is to give the dean monthly advice, or from the occasional 
colle ‘a c ney assistant professor who comes to tell the dean how well the 
a aa run back when he or she got a Ph.D., wave after wave of faculty 
io ae e dean advice can only mean one thing—the faculty members do 
titie e o- dean knows how to be a dean. In such cases, it may be 
chante? Pa an to take thie diagnostic test designed for chairpersons (see 

Sting ts apply it a A Soe teil ties i 
Sn D e pea a ee 

f ES ssistant and/or associate deans. 


in 
Someti : 
Metimes the advice from these quarters can be excellent; sometimes it is 
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worthless. A very great deal depends upon what kind of people in oi 
selected to be the assistant and/or associate deans of the college. If . ie eh 
appointed genial, competent yes-men or -women, the ealuniiion they z si 
about the dean’s performance is probably going to be worse than useless; 


independent-minded people as assistant and/or associate deans, the a 
tion may turn out to be very useful. No matter how strong and independ Hal 
minded these people may be, it must be remembered that they are a i 
dean's closest associates, persons with whom the dean has shared triump Gi 
and failures, and the words they use in their evaluations will be tempered by 
-this kind of conference to be successful, the 
ese colleagues know and believe that uir 
criticism is truly welcome, Here, perhaps more than anywhere else, the oe 
must listen acutely for the kind of insight that shows how things are going. 

is sometimes useful, especially if the relationship between the dean and the 
assistant or associate dean is close, to make the dean's evaluation of the 
assistant or associate dean the occasion for the assistant or associate tO 


x Fi f Ša i arfi ance 
evaluate the dean, A sharing of insights into each other's job performance 
may turn out to be a time of truth. 


What, then, is the ultimate pu 
this process helps to avoid surpris 
is to learn, after believing that one 


is regarded by most of one’s colle: 
the dean works and 
this book offers, 


; ation? First, 
"pose of the dean's self-evaluation? Fir 


ntinually getting better, 1f deans are not helping to make 
their colleges or divisions better, then they must either improve their 
performance or find something else in life to do. Over and over again this 
book has preach the institution comes first, its leaders 
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Seasoned deans will find opportunities to 
compare their. experiences and leadership 
styles with those described in these pages, 
while gaining a detailed view of the current 
state of decanal leadership. For new and 
aspiring deans, this volume will provide a 
sense of direction as they embark on one of 
the most challenging jobs on the campus. 
Department chairpersons will also find value 
in the book, particularly those chapters 
dealing with criteria and procedures used by 
deans in selecting, appointing, supervising, 
and evaluating the performance of depart- 
ment chairs. This excellent source of useful 
guidelines should have a place in every 
dean’s or would-be dean’s professional 
library. 
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